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ABSTRACT

This investigation focuses upon the impact of work in
industrial organization on the attitudes of managers toward
labor unions.

Attitudes of managers— the dependent variable

— is related to four independent variables:
aspirations;

(2) work commitment;

(1) career

(3) conformity to the

ideals of superiors; and (4) awareness of status differen
tial.
The literature dealing with the problem of the study
includes two contradictory and rather mutually exclusive
theories.

On one hand Dubin maintains that lower level

managers, due to their concern with upward mobility and
extreme sensitivity to the expectations of superiors, are
likely to express negative attitudes toward organized labor.
On the other hand, Dalton concludes that industrial managers
are cognizant of the economic and personal benefits they gain
from establishing intimate relations with labor unions.
Therefore, they are more likely to exhibit feelings of good
will and gratitude toward labor unions.
The purpose of the present study is to clarify the

xv

problem resulting from these two opposite theoretical models
by subjecting one of them— that of Dubin— to empirical
verification.

Thus a set of hypotheses derived from Dubin's

model was tested using data gathered from ninety managers in
five bulk raw-material refining corporations located in a
Southern industrial-administrative center.

The hypotheses

state that negative attitudes on the part of lower level
managers are likely to be associated with upwardly mobile
aspirations, with a high degree of commitment to the
employing corporation, with a high degree of conformity to
the ideals of superiors and with a strong awareness of the
status differential existing between lower management
positions and those of the rank-and-file workers.
The variables of the study were operationalized through
items derived from the relevant literature and combined in
Guttman scales.
The major findings are:
1.

Attitudes of lower and top managerial officials

toward organized labor do not seem to be essentially dif
ferent .
2.

Anti-labor attitudes among upwardly mobile lower

level managers and those who expressed no desire to move
upward are not essentially different.
xvi

3.

The officials classified as highly committed to

the organization and those considered to be committed to the
occupation did not express essentially different attitudes
toward organized labor.
4.

Tests used to determine the association between

the degree of conformity of lower level officials to the
ideals of superiors and their attitudes toward labor unions
indicate that the relationship is not significant.
5.

Lower level officials who are strongly aware of

the slight status differential existing between their
positions in the corporation and those of the rank-and-file
workers exhibit no different attitudes toward labor unions
than officials classified as less aware of the status dif
ferential.
6.

While commitment to the organization is found to

be associated with both educational level and position held
in the corporation, none of the other variables considered
in this study is found to be related to age, education,
position, or membership in voluntary organizations promoted
by top officials.
It is concluded that:
1.

Dalton's theoretical model concerning attitudes

of industrial management officials toward organized labor
xvii

warrants empirical verification.
2.

It is probably correct to state that size of the

corporations included in this study and the increasing
emphasis on "adaptibility" may have contributed to the "mod
erate" degree of anti-labor attitudes among lower level
officials.
3.

Reward and anticipated benefits gained from

adopting a specific attitude must be given more attention
in further research dealing with the association between
attitudes of managers and the independent variables considered
in this study.
4.

It is expected that a theoretical model which

combines elements of both of the theoretical models summa
rized above would probably fit the empirical reality.

xviii

CHAPTER I
INTRODUCTION
THE PROBLEM OF THE STUDY AND THE HYPOTHESES

Bureaucratization is a major modern social phenomenon
that has been a subject of investigation in several disci
plines.

Gouldner points out that the interest in this

subject among sociologists can be traced to the writings of
Saint-Simon who was "the first to note the rise of modern
organizational patterns, identify some of their distinctive
features, and insist upon their prime significance for the
emerging society."

More sophisticated theorizing about

formal organizations appeared in the works of Max Weber,
Robert Michels, and more recently.in the works of Talcott
Parsons, Phillip Selznick, and many other contemporary
social scientists.
increasing.

Interest in this phenomenon has been

Many empirical studies have been conducted and

a variety of theories have been advanced so it is now possible

^ l v i n W. Gouldner, "Organizational Analysis," in
Robert K. Merton, et .al., Sociology Today (New Yorks The
Basic Books, Inc., 1959), pp. 400-28.

1

to consider the study of formal organizations one of the more
developed areas of social science.
Bureaucratization has been shaping the economic, poli
tical and social life of every industrialized society.2

It

has been so inclusive that no major occupational activity has
avoided its impact; indeed, formal organization in modern
society has developed to an extent that its absence indicates
lack of an effective and practicable mode of organization.
Work, as a prime human activity, is the activity most
affected by bureaucratic organization.

No matter how simple

or complex, an individual's work today is subject to some
organization and hierarchical order whether he works for a
public or private enterprise.

Hence, any systematic study of

work is essentially a study of its organizational aspects.
The process of subjecting work activity to formal
organization and rigid hierarchical order has resulted in
many changes that have influenced work conditions, perform
ance and goals.

Among other things, bureaucratization of

work activities has resulted in changing patterns of owner
ship of the tools and equipment of production and in the

2

For a discussion of the impact of bureaucracy on work
and management ideologies in England, the United States, and
Russia, see Reinhard Bendix, Work and Authority in Industry
(New Yorks Wiley and Sons, Inc., 1956), Parts 1, 2, and 3.

process of control over the work situation.

Tools of pro

duction are no longer individually controlled, and the formal
control of the work situation lies increasingly in organiza
tions and their governing bodies.
Closely related to the problem of ownership is the
change in patterns of work careers, the broad subject matter
of this thesis.

Career patterns have shifted from being

determined by the occupation line to being determined by the
organization for which an individual works.

Increasingly,

careers have come to mean continued employment in a given
organization.

Furthermore, the name of the firm and its

prestige, in many instances, are more important in the choice
of a job and its location than the nature of the actual work
involved.

A statement like "Mr. Smith works for Ethyl Corpo

ration" is more often heard today than "Mr. Smith is an
electrician."

One important consequence of this change, at

least for the purpose of this study, is the fact that the
organization itself rather than the job a person holds is
becoming the meaningful element in one's career.

Identifica

tion with the organization for which a person works rather

3Robert Dubin, Working Union-Management Relations
(Englewood, New Jersey:
Prentice-Hall, 1958), pp. 20-21.

than the occupation is becoming an important part of o n e 's
career. 4
Identification with a specific organization is purpos
ive behavior which involves far-reaching goals.

Many writings

point out that advancement and promotion in the organization
is, perhaps, the most sought after goal among the "organiza
tion men."

That is, in order for a career to be successful

an employee must move up to higher positions.

Such movement,

presumably, is dependent upon meeting specific formal criteria
set by the organization itself, such as skill and technical
competence in performing the work activity, level of educa
tional achievement, and several other administrative criteria
depending on the general policy of a specific organization,
c

its needs and its structure.

In order for an official to

move upward to higher levels of responsibility, pay, and pres
tige

he must meet requirements specified for his present

4C. Wright Mills, White Collar (New York: Oxford
University Press, 1951), pp. 239-58.
See also William H.
Whyte, Jr., The Organization Man (New York: Doubleday and
Co., Inc., 1957), pp. 3-24.
^Martin and Strauss analyze the peculiarities of both
horizontal and vertical mobilities in different situations
within various business and industrial organizations.
See
Norman H» Martin and Anselm L. Strauss, "Patterns of Mobility
Within Industrial Organizations," The Journal of Business,
XXIX-XXX (April, 1956), 101-10.

5
organizational level and the next higher level.

£

Formal requirements are not, however, the concern of
this study.

What is of interest here are the informal

factors concomitant with the formal ones.

7

As many studies

show, informal criteria are highly significant in faciliQ

tating promotion.

These studies conclude, for example, that

superordinates' expectations should be considered in the final
analysis of social mobility in business organizations.

Adopt

ing superiors' ideologies, especially in the sphere of
"proper managerial behavior and outlook" is a n •inseparable
part of the study of promotion.

Q

Officials are expected to

£

For a detailed treatment of this point see Howard S.
Becker and Anselm Strauss, "Careers, Personality, and Adult
Socialization," American Journal of Sociology, LXII (November,
1956), 253-63.
7
'See Bendix's analysis of this point in his "Bureau
cracy: The Problem and Its Setting," American Sociological
Review, XII (October, 1947), 493-507.
Also, Gouldner, o p .
c i t ., pp. 400-10.
^Charles H. Coates and Roland J. Pellegrin, "Executives
and Supervisors:
Informal Factors in Differential Bureau
cratic Promotion," Administrative Science Quarterly, II
(September, 1957), 200-15; Melvilie Dalton, "Informal Factors
in Career Achievement," American Journal of Sociology, LVI
(March, 1951), 407-15; Mabel Newcomer, The Big Business
Executive (New York:
Columbia University Press, 1955),
Chapters 4, 5, 6, and 7.
9Whyte, op. c i t ., pp. 3-24; Charles H. Coates, VThe
Achievement of Career Success in Executive Management:
A
Community Study of Comparative Occupational Mobility" (unpub
lished Doctor's dissertation, Louisiana State University,
Baton Rouge, 1955), pp. iv-vi.

adhere to certain values and norms and behave in specific
ways in given situations in order to increase the likelihood
of promotion.

For every position there is a set of expecta

tions to which the aspiring official must show conformity in
order that his advancement be "smooth" and orderly.
Closely connected with "the proper managerial behavior
and outlooks" is the process of "sponsorship."

The litera

ture on organization points out that advancement to higher
positions is likely to be accelerated when the official is
"sponsored" by a higher ranking manager or a member of the
policy-making boards.

In many instances, and especially at

higher levels, this is almost a necessary condition for
mobility.
Upward mobility in an organization is a process of
moving from one position to a higher one.

The position an

employee occupies and its economic benefits as well as the
prestige and security he acquires by virtue of his occupancy
is the meaningful element to him.

It symbolizes the organi

zation as a whole and provides him with the opportunity to

10For a detailed discussion of the effects of sponsor
ship see Martin and Strauss, op. cit., p. 106.
See also Orvis
Collins, "Ethic Behavior in Industry:
Sponsorship and Rejec
tion in a New England Factory," American Journal of Sociology.
LI (January, 1946), 293-98.

show certain patterns of behavior which could assist him to
achieve his aspirations.

The net result is a strong motiva

tion to meet the supervisors' expectations:

following a

certain line of action, showing certain types of attitudes
and taking certain stands on various problems.

The official,

as Goffman aptly points out, will be locked into the
position.^
Commitment to a position as a means to an end will
then involve a certain amount of strain which accompanies
the role-playing process in that position.
strain will vary w i t h a number of factors:

12

The amount of
the nature of the

organizational setting, the rank of the position,
experience of the person, to name only a few.

and the

13

Position strain by itself, however, is not the concern

^ E r v i n g Goffman, Encounters (Indianapolis:
The BobbsMerrill Co., 1961), p. 89. Becker and Strauss analyze some
of the commitments which an employee makes to the position
during the course o f his promotion in an organization in a
rather interesting way. See Becker and Strauss, pp. pit.,
pp. 258-59.
12gee William J. Goode, "A Theory of Role Strain,"
American Sociological Review, XXV (August, I960), 483-96.
Also Frederick L. Bates and Harold Nix, "Occupational Role
Stress:
A Situational Approach," Rural Sociology. XXVII
(March, 1962), 7-17.
•^Oscar Grusky, "Managerial Succession and Organiza
tional Effectiveness," American Journal of Sociology, LXIX
(July, 1963), 21-31.

of this study? what is relevant to pur problem is the extent
to which the strain, coupled with identification with the
organization and conformity to the expectations of superiors,
affects the behavior of lower management officials in their
day-to-day interaction with others and their attitudes toward
outside groups and organizations, specially labor organiza
tions.

Also of concern is the extent to which lower manage

ment officials' attitudes toward labor unions differ from
those of the top-management personnel.
To state the problem in a more meaningful way, the
following points should be clarified:
First, it is necessary to specify the level of offi
cials to whom reference is made.

In this particular study,

it will be confined to lower level management in industrial
organizations.

The specific limits of this category of offi

cials will be discussed later.

Suffice it to say here that

by lower management is meant those officials who constitute
the lowest group in the chain of command, foremen and super
visors.14

14Considering first-line supervisors as part of the
management hierarchy is well-documented in the literature of
administration, industrial and occupational sociology and the
sociology ot business organizations. This study subscribes
to the "managerial" point of view as eaqsressed by top manage
ment officials which holds that the foreman plays an impor
tant part in the process of decision making, and not to the

9
Second, our concern with outside groups and organiza
tions will be confined only to labor unions.

In other words,

the interest in this paper will be the effects of the struc
tural aspects of the organization on the attitudes of lower
management officials toward labor unions and the extent to
which these attitudes change when an official moves up to a
top position in the organization.

STATEMENT OP THE PROBLEM

Having discussed the background of the study we will
state the problem in terms of the following questions:
1.

What are the effects of organizational identifica

tion of lower management officials on their attitudes toward
labor unions?
2.

Do lower officials who show a high degree of con

formity to their superiors' ideals and expectations have
different attitudes toward unions than those less committed
to their superiors' ideals?

Foreman1s Association of America1s point of view which states
that foremen are mere "representatives of management." For a
discussion of this problem see F. J. Roethlisberger, "The
Foreman: Master and victim of Doubletalk," Harvard Business
Review, XXIII (Spring, 1945), 283-98; Donald E. Wray, "Mana
gerial Men of Industry:
The Foremen," American Journal of
Sociology, LIV (January, 1949), 298-301; B. Gardner and
William F. Whyte, "The Man in the Middle:
Position and the
Problem of the Foreman," Applied Anthropology, IV (Spring,
1945), 1-28.
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3.

Does the lower level official's awareness of the

proximity of his status to that of the rank-and-file have
any effect on his attitudes toward labor unions?
4.

Do those officials who are concerned about achiev

ing successful careers in their respective organizations
differ in the kind of feeling they have toward unionism from
those who do not?
5.

Do top management officials differ from lower

management officials in their attitudes toward labor unions?
THE HYPOTHESES OF THE STUDY
' Out of these five questions emerge the six hypotheses
of the study:
Hypothesis I
Lower managerial officials in industrial organi
zations having contractual relationships with labor
organizations will show negative attitudes toward
labor unions.
Hypothesis II
The likelihood of developing a negative attitude
toward labor unions on the part of the lower mana
gerial officials will increase with the degree of
commitment to upward mobility through “the chairs
of the organization."15

15 This hypothesis is derived from Dubin's treatment
of leadership in union-management relations.
See R. Dubin,
"Leadership in Union-Management Relations as an Intergroup
System," in M. Sherif (ed.), Intercrroup Relations and
Leadership (New York: Wiley and Sons, 1962), pp. 70-91.
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Hypothesis III
Lower management officials who identify with
the organization are likely to have stronger
negative attitudes toward labor unions than the
officials who identify with a particular occupa
tion .
Hypothesis IV
The likelihood of negative attitudes on the
part of lower managerial officials will increase
with the degree of sensitivity to expectations
of top management officials in the organization.
Hypothesis V
The likelihood of exhibiting negative atti
tudes toward unionism will increase with the
degree to which the lower management official
views his status as being close to that of the
rank-and-file.
Hypothesis VI
Upper management officials will be likely to
have "moderate" attitudes toward labor unions.

SIGNIFICANCE OF THE STUDY

This study is mainly a treatment of career patterns
of lower management officials in industrial organizations.
The study of career patterns is a relatively recent develop
ment.

In one sense, it could be considered as "rebellion"

against the traditional concern of sociologists with class
and "class cultures."

Occupational cultures, rooted in

common tasks, schedules, job training and career patterns,
according to Wilensky, are in many instances better
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predictors of behavior than class experience.

16

The question

of the relative importance of each set of factors in deter
mining specific types of social relations remained open until
the end of the last century.

With advancing industrializa

tion and urbanization, however, traditional indicators of
social class, such as income level, family background and
educational achievement, no longer discriminate among styles
of leisure and degrees of social integration for the growing
middle mass.

These variables are becoming less important

than career patterns,

social mobility orientations,

and work

milieu.^
The subject of career patterns has been enriched by a
large number of studies in the fields of work, public and
private administration, bureaucratic organizations,
related areas of inquiry.

and

With the increasing complexity of

modern industrial and business organizations and the growth
of labor unions the subject of career patterns has gained
more importance among studies of human behavior.
This study is also related to the general area of
management-labor relations.

More specifically, it is

16Harold wilensky, "Orderly Careers and Social Partic
ipation," American Sociological Review, XXVI (August, 1961),
521-39.
17Ibid.. p. 539.
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concerned with the types of attitudes exhibited by management
toward unions in the day-to-day interaction with labor repre
sentatives in the plant.

Several assumptions in selecting

such a topic are:
First, union-management relations are considered to
form an intergroup system of interaction in which both
parties are working toward achieving a set of "core objec
tives" although these objectives are accepted by each party
for different reasons.

18

Collective bargaining is only one

form of this interaction, though perhaps, a decisive one,
since the continuity of management-labor relations could be
obliterated by an unsuccessful contract negotiation.

In any

bargaining situation the kinds of attitudes exhibited by
either side could determine the success or failure of negotia
tions .
On the other hand, the functioning of the industrial
organization as a whole and the continuity of production
depend upon the work activities of both management and labor.
Neither side could perform the duties assigned to its members
unless a minimum degree of cooperation is ensured during and
after work hours.

l^Dubin, o£. c i t ., pp. 70-73.
Also Robert Dubin,
"Union-Management Co-operation and Productivity," Industrial
and Labor Relations Review, II (January, 1949), 195-209.
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Today both management officials and labor representa
tives recognize the necessity of cooperative attitudes on
both sides.

Dubin points out that more than ever before,

top officials in industrial organizations realize the signifi
cance of having representatives who show a maximum degree of
cooperation in dealing with union problems.
Second, lower managerial officials, as members of a
group, are oriented toward achieving one or more goals set
by the organization itself.

In any group action there is

always a set of institutionalized ways and means of achieving
goals along with sanctions, positive or negative, to maintain
effective production and loyalty of employees.

Here, again,

the functioning of the industrial organization is highly
influenced by the extent to which officials are willing to
abide by the rules of the organization in dealing with various
problems, including those which have to do with outside groups
and organizations.

The industrial organization will, accord

ingly, reward those officials who follow prescribed ways of
dealing with union representatives and punish those who
deviate from them.

This is to say that showing the "right"

attitude in handling union problems is an asset in progres
sion "through the chairs" of the organization.

In effect,

then, promotion and demotion of officials will depend to a
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considerable degree on their feelings toward union problems
and the extent to which those feelings affect their behavior
in handling union affairs.
This study investigates the impact of the above
factors on the attitudes of management personnel.

The spe

cific details of approaching the problem will be presented
in later chapters.

CHAPTER II

REVIEW OF THE LITERATURE
This study is concerned with investigating the follow
ing :
1.

The nature of career patterns of lower managers,

particularly those aspects which deal with involvement in the
organizations for which they are working.
2.

The aspirations of lower management officials in

achieving upward mobility within the organization.
3.

The feelings of lower management officials toward

their superiors' ideals and expectations.
4.

The extent to which lower level officials see

their status as being close to that of the rank-and-file.
5.

The types of attitudes lower-level managers develop

toward unions as a result of the above factors.
To place the foregoing in a context relevant to the
present study, the review of the literature will focus on the
following three areas:
1.
top management.

Lower managerial attitudes and identification with
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2.

Lower managers' status, aspirations, and upward

mobility.
3.

Management careers and the organization.

Rather than review all of the studies and essays in
the preceding areas we will concentrate on those studies
which have attempted to develop some theoretical statements
and/or test the relationships among the variables of concern
to this study.

More particularly we will review in some

detail a selected number of studies which serve to clarify
the concepts and the theoretical framework used in testing
the hypotheses stated earlier.

LOWER MANAGERIAL ATTITUDES TOWARD LABOR AND
IDENTIFICATION WITH TOP MANAGEMENT

In the literature dealing with attitudes of industrial
management toward labor unions two contradictory theories can
be identified:

the first is based on Dubin's studies in the

field of work and labor-management relations; and the second
is derived from Dalton's research in the area of management
careers.
In early stages of career development, Dubin maintains,
lower management officials who aspire to move upward in an
organization tend to be extremely sensitive to the
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expectations of top management.

Because of this sensitivity

and because of lack of information concerning top manage
ment 's stance toward unionism, lower management officials
will probably attribute to their superiors more anti-union
attitudes than they actually have.
due to three factors:

This, states Dubin, is

first, the historical stance of top

management officials toward problems of labor unions has
been in most cases negative.

Second, any statement about

where management personnel stands regarding the problems of
labor will be interpreted as concealed anti-unionism hidden
from view because of the legal requirement to bargain with
unions.

Third, lower management officials need to protect

their status.^
Among the important factors which contribute to this
dissonance

in the feeling on the part of lower management

^■Robert Dubin, "Leadership in Union-Management Rela
tions as Intergroup Systems," in M. Sherif (ed.), Intergroup
Relations and Leadership (New York: Wiley and Sons, Inc.,
1962), pp. 80-84.
2
Dissonance is defined as the "existence of nonfitting
relations among cognitions." The term cognition means knowl
edge about a given thing or about one's behavior.
Festinger
maintains that the existence of dissonance will always moti
vate the individual to reduce it in order to achieve con
sonance. For a detailed discussion of this concept, see Leon
Festinger, A Theory of Cognitive Dissonance (Evanston, Illi
nois: Row, Peterson and C o . , 1957), pp. 1-47.

officials that their status is low compared to that of offi
cials in higher managerial positions.

.Furthermore, at the

lower levels of management there is both closeness to the
rank-and-file and a strong desire to move upward in order to
maximize whatever difference exists between their status and
the status of the rank-and-file..

Both factors, concludes

Dubin, may help make lower management officials more antiunion than top management.
Based on a study of three industrial plants, Dalton,
on the other hand, arrives at an opposite conclusion.
According to his findings, management officials' attitudes
toward labor organizations were favorable.

General foremen,

staff personnel, and department heads in these plants "showed
feelings of good will and gratitude toward the union.

. . .

Those above the level of first-line foremen did not hold a
clear-cut unchanging enmity toward the union."4

The favor

able attitudes on the part of management, Dalton states, grew
as a result of three conditions:

first, the economic

advantages management officials have gained from union
activity.

One of the interviewed managers puts it as follows

3Dubin, oj>. cit., pp. 82-85.
4Melville Dalton, Men Who Manage (New York:
and Sons, 1959), pp. 139-47.

Wiley
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After all these years of existing [$300 to
$475 per month] now for the first time [$1150 per
month] my wife and I are able to get our noses up
for a breath of air. And by God we owe it all to
the union.5
Second, management officials felt that union officials were
cooperative and friendly.

A management personnel told Dalton

that,
- . . The union helps a lot in maintaining disci
pline among the men. Before the union came in,
any attempt by management to explain its position
on anything just made the men more suspicious.
Now we make our position clear to the union head
and the men accept it. This enables us to get by
without penalizing individual workers which always
stirred up a hell of a lot more trouble.5
Third, management officials were successful in building
personal ties with members of the union.

As a result friendly

relations and good will feelings developed among the officials
of both management and labor.

"These feelings went beyond the

expedient union-management cliques to include executives who
4

at one time were regarded as unrelenting foes of the union."

~*Ibid., p. 141.

7

®Ibid., p. 142.

Ibid., p. 140.
In a related footnote Dalton states:
"I have recently come across large and small unionized firms,
all in unlike industries, in regions reputedly more 'reac
tionary' than the areas of our study, in which at least lower
management expressed similar reasons for 'liking' unions."
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The preceding two points of view constitute the main
subject of inquiry in the present study.

In the subsequent

chapters attempts are made to clarify the problem resulting
from the existence of these two contradictory and rather
exclusive interpretations of the attitudes of management per
sonnel toward labor organizations.

The strategy employed for

this purpose will consist of subjecting one of these points
of view (that of Dubin) to empirical verification using the
data gathered for this purpose.

A set of hypotheses derived

mainly from the assumptions underlying Dubin's model have
already been presented in Chapter I.

There remains to empha

size that testing one of these models involves the assumption
that by testing the validity of one of these theories it will
be possible to assess, although indirectly, the value of sub
jecting the alternative theory to empirical test.

Put in

different words, acceptance or rejection of the hypotheses
of the current study will provide the ground for determining
two factors:

(1) possible worth of testing Dalton's theory;

and (2) a guideline which may prove to be useful in testing
the alternative theory.
It should be emphasized that acceptance or rejection
of the hypotheses tested in the present study by no means
implies confirmation or non-confirmation of Dalton's theory.
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To be sure the basic assumptions underlying the two models
have several similar elements.

Nonetheless, a separate re

search design must be developed and a new set of data must
be gathered before a final conclusion can be reached.
The findings of the present study, then, can be of
significant value in making the decision as to whether or
not Dalton's theory warrants examination and if so, what
assumptions of that particular theory should be included in
the model to be tested.

It is expected that a theoretical

model which combines elements of both the above theories will
probably be accepted.

If this turns out to be the case then

the present study will provide some guiding criteria for
selecting the elements of the model to be tested, and serves
as a means that can be employed in evaluating the validity of
the existing theories of management attitudes toward organized
labor.
To achieve the above-mentioned purpose some of the
relevant studies will be reviewed.

One of these studies

investigates the impact of unionization of employees upon
foremen's attitudes.

Kalpren, in his study of a sample of

1480 first-line foremen in fifty-six industrial firms located
throughout the United States, attempted to determine the
impact of unionism on lower managers' feelings toward the
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company, their job satisfaction, and their sense of depriva
tion.

Halpren arrives at the following conclusions:

1. Foremen in unionized plants seemed to experi
ence a greater sense of deprivation than foremen in
non-unionized plants.
2. Among the foremen who completely identified
with management there was very little difference
in attitudes between those in unionized plants and
those in non-unionized plants regarding the sense
of deprivation.
3. The extent to which the foremen identified
with management had much to do with their attitudes
and orientations. Foremen's definition of their
own status reflects the way in which they see their
position in a system of communication and inter
action.
4. In unionized plants, foremen showed greater
amounts of frustration as a result of the discrepancy
between the position they feel they ought to have as
members of management and the positions they feel
they do have.®

®Richard S. Halpren, "Employee Unionization and Fore
men 's Attitudes," Administrative Science Quarterly, VI (June,
1961), 73-88. Similar conclusions are reported in T. G.
Newton and B. Von Bleicken, The Foreman's Place in Management
(Chicago: Foremen’s Institute, Inc., 1950), p. 25. James J.
Bambrick quotes the following excerpt from an executive's
speech addressed to a group of foremen and supervisors:
"The
rise of unionization in the 1930's along with the passage of
federal labor laws clipped the wings of many foremen. The
law granted our employees the right to organize. And it pro
tected this right by tying your hands and those of other
management men from trying to discourage or prevent the men
from unionizing.
When our men joined a union and we recog
nized their union we were all restricted still further. The
'bull of the woods' foremen could no longer carry a big stick,
or boss and order his men around as of old. . . . And those
of you who were once accustomed to driving your men have had
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Balma and his colleagues studied the foreman's identi
fication with management and its effects on work group pro
ductivity and employee attitudes toward him.

Samples of

foremen, higher level supervisors, and executives were
obtained.

Attitudes were measured through the "Errors

Choice" technique.

The data showed that (1) executives

scored higher on management identification questions than
either group.

Higher level supervisory persons scored above

foremen and below executives.

(2) Foremen of large work

groups showed a greater identification than those of small
plants.

While it is probable, state the authors, that these

foremen are the most able, it is also possible that the
larger work groups help the foreman to feel that he is more
of a manager and somewhat less of a group leader, thus bring
ing him closer to the problems of management.

(3) Young

foremen with higher education showed a greater identification
with top management.

The authors conclude that educated fore

men who were young had hopes of rising in the organization
and so their perceptions of upward mobility were closer to
those of top management.

Q

to change.your methods. Today we need leaders, not drivers,
as foremen." See Foremanship under Unionism (Toledo, Ohio:
Willys Overlands Co. , Inc., 1952), pp. 84-85.
g
M. Balma, et a l .. "The Role of the Foreman in M o d e m
Industry:
III, Some Correlates of Foremen Identification
With Management," Personnel Psychology. XI (Winter, 1958),
535-44.

The growth of unionism and the influence it has had
on the statu^ of lower managers and their duties in modern
industry is the subject of another study.

Carl Cabe, in a

study of foremen's unions, states that lower management
officials have been experiencing great difficulty in adminis
trating contract agreements following the period of rapid
union growth during the 1930's and thereafter.

He thinks

that top management officials have been indecisive:

while

one group favored settlement of grievances by the first-line
supervisor as far as possible, a second group believed that
the foreman's job is production and that all grievances
should be adjusted by the personnel departments.

Cabe goes

on to say that although some top executives have been prompt
to back the foreman, many others either have been indifferent
or have considered grievance settlement to be a problem for
the foreman to work out himself as best as possible.
The question of differences between top management

•^Carl Cabe, Foreman's Unions (Urbana:
University of
Illinois, Bureau of Economic and Business Research, No. 65,
1947), pp. 7-19. Newton and Bleicken believe that the threat
to the status and function of the foreman did not only come
from unionization of labor but also from top management
officials themselves who are trying to retain in their heads
"some of the authority that rightfully belongs to the fore
man. . . . "
See Newton and Bleicken, op. c i t ., p. 24.

officials' attitudes toward labor unions and those of lower
management officials has been considered in several studies.
Harbison, on the basis of analysis of interviews with fifty
management personnel employed in an industrial plant where
"good" relationships exist between the union and the company,
found that a great many top management and labor leaders
agree substantially on what constitutes "good" labor-management relations.

The trouble, however, according to Harbison,

was that this consensus was not always accepted down the
line by supervisors and foremen and by local union officers
and m e m b e r s . H

Of course, a policy considered constructive

by top management does not become so until it is understood
and accepted as such by lower management.

This, as Harbison

points out, is a tedious process, for adjustments in status,
outlook and thinking required by hundreds, sometimes thou
sands, of individual foremen is not a simple matter to
accomplish.

Foremen, long taught to think of labor leaders

as racketeers and labor exploiters, can not suddenly be
expected to "fraternize" with union stewards who may be
responsible for a certain deterioration in their status.

^F r e d e r i c k H. Harbison, "The Basis of Industrial Con
flict" in William F. Whyte (ed.), Industry and Society (Hew
York: McGraw-Hill, 1946), pp. 168-82.
12Ibid.. p. 177.
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Further, size of plant may make a difference.

Harbi

son states that there is greater probability of good relation
ships developing more rapidly between lower management and
labor representatives in smaller plants than in larger
organizations.

The reason for this, Harbison believes,

lies

in the fact that adjustment in status and changes of attitudes
are required by a relatively smaller number of persons who
may have more intimate day-to-day contact.
Harbison1s "findings" are not fully supported by
Lester and Robie.

Their study of labor-management in four

industrial plants concludes that:
1. Top management is pragmatic rather than
legalistic. . . . Management willingly discusses
a problem with the union whether or not it might
involve management prerogatives.
2. Management in all four companies is deter
mined to live with the union rather than to contest
its existence or leadership.
3.
In two companies management is not widely
separated from employees in political and social
attitudes, and management and union officials
intermingle socially.14

13Ibid.. p. 178. This last point is of significance
to this piece of research since the plants studied are small
compared to those in the more industrialized parts of the
country.
On the other1hand there is another factor which
works against us, namely, the fact that much of the South is
relatively newly industrialized and not fully penetrated by
labor unions.
14Richard A. Lester and Edward A. Robie, Constructive
Labor Relations: Experience in Four Firms (Princeton:
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Summary
The foregoing section of the review of literature
shows clearly that there is no single conclusion regarding
attitudes of industrial management officials toward unions.
While some studies maintain that negative attitudes exist
among management officials, other studies arrive at the
opposite conclusion.

Both views are supported by ample

evidence,* both advance different theories for the existence
of these attitudes which they detected.

The purpose of this

study, as stated in the previous chapter and in the begin
ning of this chapter, is to test one of these views.

Industrial Relations Section, 1948), p. 111.
In a study of
the differences in attitudes toward labor between a sample
of college students and a sample of personnel managers,
using the Allport-Vernon Value Scale and the Labor Relations
Information Inventory, Bernburg found that the students as a
group showed higher mean scores in their attitudes toward
labor than personnel managers.
(According to the norms of
the test, the students' mean lies in the "neutral zone" of
attitudes toward labor, while those in the business world
have a mean score which is in the "pro-management zone" of
attitudes toward labor.)
See R. E. Burnburg, "Attitudes of
Personnel Managers and Student Groups Toward Labor Relations,"
Journal of Applied Psychology. XXXVI (October, 1952), 29-33.
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LOWER MANAGERS' STATUS, ASPIRATIONS,
AND UPWARD MOBILITY

The preceding studies show clearly that the type of
attitude adopted by management toward labor reflect a pur
posive social action-

That is, management officials embrace

a specific type of attitude toward labor unions in order to
achieve a particular goal.

To that we may add that although

the structure of the organization and its goals dictate to
policy executives certain approaches to the problems of the
organization, both upper and lower managers develop their
own ways of handling these problems-

In addition, managerial

officials have their own private goals which they attempt to
achieve even though this may entail consideration of factors
other than those in the best interest of the corporation.
These and other related points are analyzed by several
students of complex organization.

Here again both Dubin1s

theory and Dalton's findings will be given special attention
since they are directly related to the problem of the present
study.
Dubin, in his Working Union-Management Relations, main
tains that many new lower managers who have risen from working
class ranks have a strong desire to protect the newly-won
positions against whatever danger they think may come from

30
the rank-and-file.

It is no surprise, Dubin states, to find

some of the most bitter anti-union people among the low
ranking managerial officials.15
Dubin concludes that since new lower managers have a
very narrow status differential to preserve, they tend to be
extremely sensitive to the fact that they have just moved up,
and want to divorce themselves completely from their former
status.

For those who aspire to achieve another step upward

the task is even more difficult since they have to live up
to the "good company-man" image which is sometimes distorted
by their peculiar interpretations.16
Drawing on his research experience, Dalton points out
that anxiety about the future and opportunities to advance
to higher positions in the organization is common to the
majority of lower management personnel.

Among the positive

devices foremen and supervisors resort to in order to enhance
their chances for promotion is to imitate the social char
acteristics of higher management.

Hence, despite ambivalence,

many of them adopt the attitudes of superiors and show verbal

15Robert Dubin, Working Union-Management Relations
(Englewood Cliff, N.J.s
Prentice-Hall, Inc., 1958), p. 19.
16Ibid., pp. 19-20.
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enthusiasm for favored views. ^
Pfiffner and Sherwood carry Dalton's analysis a step
further.

Promotion in administrative organizations, they

emphasize, is a function of four forces:

(1) ascription

which comes from the position an employee occupies in the
hierarchy?

(2) level of education?

(3) the functional status

of the administrator? and (4) conformity and obedience^® to
the rules and regulations and servile behavior in general.^9
Drawing on Dalton's finding in his study of management problems in Milo,

20

Pfiffner and Sherwood advance some

^Melville Dalton, "The Role of Supervision," in Arthur
w. Korhhauser, et <al. (eds.), Industrial Conflict (New York:
McGraw-Hill Book Co., Inc., 1954), pp. 176-88.
18

Argyris analyzes industrial managers' conformity and
obedience under "The Principle of Dependency." Briefly
stated, it emphasizes that the personality of the managerial
official tends to develop through dependency and complete sub
mission.
See Chris Argyris, Personality and Organization
(New York: Harper and Row, 1957), p. 77. Also, his "Human
Behavior in Organizations: One View Point," in Mason Haire
(ed.), Modern Organization Theory (New York: Wiley and Sons,
1959), pp. 115-54.
For further discussion of this point see
Robert Dubin (ed.), "Upward Orientation Toward Superiors," in
Human Relations in Administration (New York: Prentice-Hall,
1961), pp. 373-74.
l^John M. Pfiffner and Frank P. Sherwood, Administra
tive Organization (Englewood Cliffs, N.J.: Prentice-Hall,
Inc., 1960), p. 283.
2®Milo is a contrived name of an industrial plant
located in Central United States.
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principles about promotion.

These principles are:

1. Age and years of esqperience are not important
for appointment and promotion.
2. There is no regular progression through the
hierarchical levels as would occur where age and
length of service were important criteria of pro
motion.
3. Top management officials tend to place their
greatest confidence in people who are greatly like
themselves. Thus unofficial requirements develop,
they serve to solidify and perpetuate existing
power pattern within the organization.21
It is noted that Dubin's findings are very similar to
those of both Dalton and Pfiffner.

All these studies empha

size the status anxiety of lower managerial officials and
their concern about advancement to higher positions.

They

all point to the significance of the informal factors in
promotion.

Finally, the problem of adopting the ideals of

superiors as one important criterion for advancement is high
lighted by all these studies.
Closely related to the problem of status of lower
managers is their aspirations and their upward mobility.

In

a study of a .training program for fifteen supervisors,
Zaleznik points out that the supervisors1 worries were of
three types:

(1) some supervisors were concerned about their

status in the organization;

(2) a second group was disturbed

21pfiffner and Sherwood, £j>. cit.. p. 320.

over the rate of advancement?

(3) still a third group re

flected negative attitudes which arose out of unsatisfactory
relations with their superiors who were torn between the
demands of workers and the demands imposed upon them by
company policies and practices.

However, many supervisors

were mainly concerned with what they considered to be their
inferior position in the organization.

One of the respond

ents said that "he had had high hopes when he took his
present job.

As a result of his experience he felt that his

hopes were thwarted.

He felt that his abilities were not

recognized and that he was not given the status which he
deserves."22
Upward mobility of managers and the effects of this
movement on their behavior is discussed also by Pfiffner and
Sherwood.

While analyzing some of the problems of contempo

rary administrative organizations they point out that the
social statuses an administrator occupies in the larger
society affect the chances of his upward mobility in an
organization.

They found that the administrator's status

relations outside the organization such as the positions he
occupies in clubs and fraternal orders and the symbols

22A. Zaleznik, Foremen Training in a Growing Enter
prise (Boston: Graduate School of Business Administration,
1951), pp. 72-75.
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surrounding them influence his image among his superiors
which is so important in the process of promotion.^
It has been pointed out above that management officials
while'executing the policy of the organization tend to pursue
their own private goals.

Burns and Stalker in analyzing the

problem of Management of Innovation state that when manage
ment officials pursue informal goals they eventually commit
themselves to groups and seek to bind others in associations.
These commitments involve some surrender of personal autonomy
in the hope of further material or non-material rewards, or
in order to avoid discomfort or loss of self-esteem.^
The trouble, however, is that the structure of the
organization itself may induce the development of these
private purposes.

One example cited by Burns and Stalker is

the development of managers■ commitments to the positions
they hold and to the rights and privileges they enjoy by
virtue of occupying these positions.

These commitments may

become autonomous and enduring after the need has arisen to
change the character of the position or its location in the
structure. J

23pfiffner and Sherwood, op. cit.. pp. 276-80.
^ T o m Burns and G. M. Stalker, Management of Innova
tion (London: Tavistock Publications, 1961), pp. 99-100.
25lbid.. p. 100.
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Another aspect of managerial aspirations and upward
mobility is related to the problem of incentives.

Robert

Stone studied this problem among white-collar personnel and
4

factory workers.

Among white-collar employees, Stone found

that promotion considerations were significant.

Those

employees who were the most desirous of promotion expressed
a strong loyalty to their employers and respect for the
beliefs of those above them.26
Among blue-collar workers27 the opposite set of con
ditions appear to exist.28

Although factory workers operate

26Robert C. Stone, "Mobility Factors As They Affect
Workers' Attitudes and Conduct Toward Incentive System,"
American Sociological Review. XVII (February, 1952), 58-64.
27We are citing some of the findings concerning bluecollar workers for the sake of comparison.
It is believed
that highlighting the contrast between white-collar personnel's
interest, their commitment to the organization and their
aspirations and those of blue-collar workers may make the
picture about lower management officials, presented by the
reviewed studies, clearer.
28This comparison between white-collars' mobility
incentives and those of factory workers parallels, in princi
ple , Coates' findings of differential career success of
executives and supervisors. Coates arrives at two conclu
sions relevent to this study. First, that differential
occupational mobility and career success of executives and
supervisors result not only from differential opportunities,
personal attitudes, abilities and capabilities, but also from
differential attributes, valuer and beliefs, differential
definitions of career situation and life goals, differential
motivations and levels of aspiration.
Second, if a manage
ment official can demonstrate an adequate degree of con
formity to higher level group values and expectations, this
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under a similar incentive plan, workers were either workeror management-oriented and those who were management-oriented
were company-men.

The loyalty of a majority of workers in

the department studied was first to their work group and
second to the company.

These workers also believed that there

was little chance for workers as a group to rise within the
hierarchy of the factory.
The problem of incentives and their effects on the
development of ways of accommodation in an organizational
milieu is also discussed by Presthus.

In his analysis of

"big organizations and their influence upon the individuals
who work in them," Presthus develops three ideal types of
accommodation to the bureaucratic situation.
the upwardly mobile;

They are:

(1)

(2) the indifferent; and (3) the ambi

valent."*0
Analyzing the values and the incentives of the "typi
cal upward mobile," Presthus states that the mobiles are

official will be accepted in these groups.
Charles H.
Coates, "The Achievement of Career Success in Executive
Management;
A Community Study of Comparative Occupational
Mobility" (unpublished Ph.D. dissertation, Louisiana State
University, Baton Rouge, 1955), p. vi.
2°Stone, op. c i t ., p. 61.
York:

"*°Robert Presthus, The Organizational Society (New
Alfred P. Knopf, 1962), pp. 164-204.
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distinguished by high morale.

They tend to identify strongly

with the organization because they think this identification
is necessary for a successful career.

Mobiles are, to use

Merton's terminology, local in their orientations.
aspirations are tied to their own organizations.

Their
Loyalty to

the rules of their superiors is indispensible and good in
itself.31
The second type of accommodation is indifference.

A

typical indifferent bureaucrat, according to Presthus, con
siders organization a "calculated system of frustration."
He refuses to compete for the rewards they promise.

He has

been alienated by the structural conditions of big organiza
tion.

He has redirected his interest toward off-the-job

satisfaction and rejected the majority values of success and
power. 32
4

31Ibid.. p. 179. The personality characteristics of
the "upward mobile" calls attention also to William Henry's
well-known psychodynamics of the executive role. Henry
analyzes, among others, the following drives:
(1) the
achievement drives combined with a feeling of happiness as a
result of achievement; (2) a strong mobility drive, that is,
a feeling of need to move upward occupationally and socially;
(3) the ability to organize unstructured situations and pre
dict future implications of that organization; (4) the feeling
of personal attachment and identification with the successful
superiors. William E. Henry, "The Business Executive: The
Psychodynamics of Social Role," American Journal of Sociology.
LIV (January, 1949), 286-91.
32Ibid.. pp. 205-56.
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Indifferent accommodation, states Presthus, is of two
types.

The first one comes about as a result of disappoint

ment with bureaucratic rules.

This is typical in the case

of a hopeful, determined employee whose hopes are blunted and
so drifts to alienation.

In the second type, we are dealing

with indifference as an initial orientation.
uals are taught not to expect very

m u c h .

Such individ

33

The third type, the ambivalent, is a marginal man. He
regards his superiors as threatening figures having control
over his mobility.
authority system.
system.

He is unable to accept the organization's
This compels him to reject its status

In that sense, he is professionally oriented, placing

the highest value upon creativity and individuality.34

33

Ibid. , p. 209. Merton's treatment of the impact of
social structure of the organization upon the personality of
the bureaucrat is relevant here.
Large-scale organizations,
states Merton, because of the lack of face-to-face contact,
will tend to rely upon impersonal means of coordination and
control. This means that great emphasis must be given to
rules and procedures; and a number of organizations depart
from them only at extreme personal peril. Thus the rules
and procedure become an end in themselves because they are
so significant to the functioning of the organization. As a
consequence of that the instrumental values become more
inportant than "terminal" values and all the manifestations
of bureaucratic personality with its extreme conformity, lack
of creativity and absence of individuality. Robert K. Merton
(ed.). Reader In Bureaucracy (Glencoe, 111.: The Free Press,
1952), pp. 361-71.
34Ibid. , pp. 257-86.
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In the preceding types of accommodation Presthus con
centrates upon two elements:

(1) the incentives of the

individual in work situation;

(2) the value system operative

in the organization.

Research on both elements exist in the

literature.
Dubin analyzes the incentives behind the individual1s
attachment to the organization, or the lack of it, in his
study of life interests of workers.

He examines “the possi

bility that organizational attachment can be a product of
the formal organization and its operation and of technology
which surround work."3^ He also explores the possibility that
“an individual's attachment to a situation in which his
social experience is not valued by him will be to the most
physically and directly obvious characteristic of that situ
ation. 1,36

35Robert Dubin, "Industrial Workers' World:
A Study
of Central Life Interests of Industrial Workers," in Arnold
Rose (ed.), Human Behavior and Social Processes (Boston:
H. Mifflin and Co., 1962), pp. 247-66.
3^Ibid., p. 259.
Lodahl studied the same problem in
a sample of assembly-line workers. He found that:
(1) the
greatest satisfaction for these men were their pay and their
fellow-workers. They were very dissatisfied with super
vision, the company, the union, and working conditions; (2)
intensive job satisfaction for them was low even though
“they seem to feel remarkably little interference in getting
work done"; (3) involvement in the job was "reasonably"
high. They seem to be concerned about how well they do on
the job although their involvement in the company and the
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Dubin found that the majority of the workers in his
study considered their respective companies as the most sig
nificant and meaningful context for their experience in the
organization.

This should not be interpreted as a "liking"

tendency on the part of the workers toward their companies
as such.

It only means, states Dubin, that those workers

believed that their companies provided them with valuable
opportunities for organizational experience.

Dubin also

observes that the majority of the workers studied chose the
work place as the most desirable locale for their perferred
0 7

relationships. '
Earlier, Dubin developed a typology of work-orientations upon which he based the hypotheses stated in his study
of central life interest.
orientation:

Dubin advanced three types of

(1) work-oriented person is an individual

centering his life interest on his job.

His work is the

source of his satisfaction and rewards, as well as his frus
tration and disappointment.

(2) The community oriented

person who has his life centered on things outside the job.
(3) The indifferent person who has not developed a central
life interest as such.3®

product is low. Thomas M. Lodahl, "Patterns of Job Attitudes
in Two Assembly Technologies," Administrative Science
Quarterly. VIII (March, 1964), 482-519.
37oubin, op. c i t .. pp. 259-60.
N.J.:

38Robert Dubin, The World of Work (Englewood Cliffs,
Prentice-Hall, 1958), p. 255.

Work oriented individuals, Dubin maintains, would
react most adequately in the interest of the organization
when facing a crisis.

This is not true in the case of the

community-oriented or indifferent-oriented employees. For
them the institutional bonds are the basis for attachment to
work.

Finally, the effects of these types of orientation are

clear in matters of chances of upward mobility and promotion.
Devotion to the job may become an important consideration in
management's personnel decisions; the more devoted the indi
vidual, the greater is the probability that he will be "taken
care of" in partial repayment for his dedication.39
Finally, Wilensky, in his discussion of the relation
ships between careers and social participation, carried the
above analysis a step further.

He tested the extent to which

a work situation, which (a) offers much freedom;

(b) helps to

sustain wide-ranging contact with customers and clients; and
(c) provides an orderly career in which one job normally
leads to another, will influence social participation among
middle class as well as working class individuals.

Wilensky

concludes:
1.
Men whose careers are orderly will have stronger
attachments to formal associations and community than

39Ibid.. p. 260.
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men whose job histories are disorderly.
2. Men whose careers are orderly will evi
dence greater variability of primary relations
than men whose work histories are disorderly.
3. The total participation pattern of the
orderly is more coherent; close friends tend to
form a circle and they overlap work contacts.40

Summary
Studies reviewed in the above section concern the
problems of the status of lower management officials and
their aspirations and promotion.

These studies show that

lower management personnel are concerned about improving
their status and enhancing their chances of promotion.

To

achieve this goal, lower management officials employ formal
as well as informal means.
Like other segments of management, but in contrast to
blue-collar workers, lower management officials have a strong
commitment to organization.

Foremen and supervisors who are

work-oriented tend to identify with the organization and show
a greater conformity to the rules and regulations.

40Harold Wilensky, "Orderly Careers and Social Partic
ipation," American Sociological Review. XXVI (August, 1961),
521-39.
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MANAGEMENT CAREER AND THE ORGANIZATION

Consideration is given in this section to selected
studies of career patterns of management and the impact of
these patterns on their commitment to the organization and
to occupational groups.
Marvick in a study of career perspectives in bureau
cratic organization classified his two hundred respondents
of administrative personnel in a Federal Agency into three
main types:

institutionalists, specialists, and hybrids.

Marvick found that the first type was inclined to have a
commitment to a place-bound career? the second type showed a
definite commitment to a skill-bound career? and the last
one committee to neither e l e m e n t . ^
Marvick

then analyzed the attitudes of these three

types of bureaucrat.

He found that the institutionalists

tend to identify their career interest with interests of the
organization.

The specialists, on the other hand, tend to

identify their career interests with their skill group.

He

found also that task-orientation was more pronounced among
specialists and that institutionalists had a strong benefit-

41

D. Marvick, Career Perspectives In A Bureaucratic
Setting (Ann Arbor:
University of Michigan, Institute of
Public Administration, 1954), pp. 61-62.
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orientation.

Hybrid persons turned out to have affinities

with both groups (alternatively) in their demands for various
job factors, but to have a pattern of value emphasis unique
to them.42
Gouldner treated the same subject, although in a dif
ferent fashion.

In one of his studies, he developed two

types of work orientation:

(1) the expert, whose loyalty to

the organization is never complete and, consequently, kept
at arm-chair's length from any powerful position in the
organization?

(2) the company-man, who has completely com

mitted his career aspirations to a specific company. Usually,
he has filled a variety of responsible roles in the organi
zation and been with it for a relatively long time.43
Gouldner carried this analysis further in his treat
ment of cosmopolitan versus local identities.

Using the

concept of "social identities" instead of social positions
or statuses, Gouldner first attempted to distinguish two
types of identity:

(1) manifest social identities which are

regarded relevent to the group members in a given setting?
and (2) latent identities which are defined by the group as

42Ibid.. p. 62.
43Alvin W. Gouldner, Patterns of Industrial Bureauc
racy (Glencoe, 111.: The Free Press, 1954), pp. 225-26.
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being irrelevant, inappropriate or illegitimate.44
Latent identities are the ones which Gouldner incorporated into his typology.

In formal organizations, Gouldner

states, three variables should be considered in analyzing
social identities.

These variables are:

employing organization;

(1) loyalty to the

(2) commitment to specialized or pro

fessional skills; and (3) reference group orientation.4 ^
Gouldner developed three quasi-scales to measure the
above variables.

Using these scales, he arrived at two main

types of latent identities:
1. Cosmopolitans are those who scored low on
loyalty to the employing organization [and] high
on commitment to specialized role skills.
[Those
individuals were] more likely to use an outer
reference group orientation.
2. Locals are those who scored high on loyalty
to the employing organization [and] low on commit
ment to specialized role skills.
[They were] more
likely to use an inner reference group.4^
Reissman,

in his discussion of role conception in

bureaucracy carried the analysis of types of work orientation
a step further.
roles.

He developed four types of bureaucratic

The first one, the Functional Bureaucrat, is the

44Alvin W. Gouldner, "Cosmopolitans and Locals:
Toward An Analysis of Latent Social Roles," Administrative
Science Quarterly, II (December, 1957), 281-306.
45Ibid.. p. 285.

46Ibid.. p. 290.
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individual who seeks his recognition from a given profes
sional group outside of, rather than within, the bureaucracy.
His evaluations of the measures of success and achievement
are in terms of the professional quality with which he does
his job.

He avoids any identification with the office

47'
group.’
The second type is the Specialist Bureaucrat.
Although he resembles the first one in his professional
orientation, he, nevertheless, exhibits a somewhat greater
identification with the organization.

He seeks his recog-

s

nition from the office and the associates.

However, there

is some ambivalent quality in the Specialist's system of
value.

This is shown in his aspirations which evidence a

desire to get ahead in the profession, yet, realizing that
this must occur through the mechanism of the bureaucratic
promotion system.

Aft

The third type Reissman identified as the Service
Bureaucrat.

Here too, as noted in the preceding type, a

case of ambivalence exists.

The Service Bureaucrat is

oriented toward the bureaucratic structure but seeks

4 ?L. Reissman, "A Study of Role Conception in Bureauc
racy," Social Forces, XXVII (March, 1949), 305-10.
48Ibid., p. 309.
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recognition for the job he does from groups outside of it.
The bureaucratic organization provides him with a framework
through which he can function and his goal is one of utiliz
ing that mechanism to further his interests.49
The final type, the Job Bureaucrat, is the employee
who is overwhelmed by the organization.

He seeks recognition

along departmental, rather than professional lines.

His

aspirations consist of achieving material rewards and in
creased status through promotion.

His job constitutes the

center of attention and the end to be served.'’9
Miner carried the problem of conformity and identifi
cation to the field of educational organizations.

Using a

Tomkins-Horn Picture Arrangement Test, Miner in a study of
levels of conformity among university professors, business
executives and college graduates, concludes that:
1. College professors were constantly and
reliably below college graduates in all types of
pictures used (less conformist).
2. Top executives remained relatively unin
fluenced by pressures to conformity, while
college professors have succumbed to these pres
sures.
3. Conformity and deviance occur in both
occupation groups.51

49Ibid., p. 309.

50Ibid.

51john B. Miner, "Conformity Among University Profes
sors and Business Executives," Administrative Science
Quarterly, VII (June, 1962), 96-109.
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Kornhauser and Smith concentrate more on the strain
between the value systems of complex organization and pro
fessions.

Professional values, according to Kornhauser, can

be classified into four categories:

expertise, autonomy,

commitment, and responsibility.

Professional values encounter

two main sources of resistance:

the first source comes from

the interests of the client, whether an individual, an organi
zation, or the entire community.

The second source of

resistance comes from the private interests of professional
people themselves.52
Taking the organization into account, Kornhauser
points out that there are built-in strains between work
organization and professional values with respect to goals,
control over work incentives, and authority.

These are as

follows:
1.

The goals of an organization and the objectives

it sets for professional personnel are not the same.

There

is always a certain amount of organizational pressures on
professional values which may result in conflict.

The rela

tive strength of these pressures and the manner in which the
conflict is resolved is directly relevant to an assessment

52William Kornhauser, Scientists in Industry (Berkeley:
University of California Press, 1962), p. 12.
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of the impact of organization upon professions.
2.

Organizations are structured hierarchically,

whereas professions tend to place ultimate authority over
the members through colleague associations.
3.

Organizations always demand loyalty from their

employees and reward them with authority and prestige.
4.

Organizational authority, characteristically,

an executive authority.

is

It acquires legitimacy from the

mandate attached to an office.

Professional authority, on

the other hand, is the authority of the expert; it claims
legitimacy of competence in a specific field of knowledge.33
This duality in value systems, which Kornhauser
emphasizes, is noted in the structure of hospitals.

Based

upon both research and practical experience, Smith maintains
that two lines of authority exist in the hospital.

The

first is the authority of the administrators; the second is
the authority of the medical staff.

Medical professionals in

hospitals are not "outside" the line of authority, they exert
power throughout the hospital structure at all levels in
cluding the administrators themselves.34

33Ibid., pp. 12-14.
34Harvey L. Smith, "Two Lines of Authority Are One
Too Many.” Modern Hospital. LXXXIII (March, 1955), 81-84.
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The authority of the administrator in hospitals, the
bureaucratic authority, is confronted by that of the medical
professional, which Smith describes as charismatic authority.
The result is a conflict between two systems of status:

the

first Barnard has called "scalar" status— or the status
inherent in a position with some hierarchical system; the
second, is the "functional" status— or status based on spe
cific function.^
The Human Relations Research Group at the University
of California, Los Angeles, has been working on testing
several of the preceding concepts in a series of studies.
One of these studies reports some findings on bureaucratic
behavior among a selected number of employees in a government
laboratory.

It was found, for example, that employees tended

to "shape" their loyalties toward organization and their work
branches.

When the branches are more permanently subdivided,

then the sections serve as a unit for identification. ^
The study also points out that those employees tended
to rationalize their in-group loyalty as "convicting princi
ples of organization or procedures."

Other alignments and

55Ibid., pp. 82-83.
56Robert Tannenbaum, et a l . , Leadership and Organiza
tion (New York: McGraw-Hill, 1961), pp. 287-303.
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factions were found to be based upon individual values and
- other personal ties.
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Loyalty along organizational lines is related to job
satisfaction and employee aspiration in a study conducted by
Morse.

Loyalty and involvement in the company were defined

as the degree to which the employee derives satisfaction
from and identifies with the company in which he is employed.
The measurement was obtained from items like desire to work
for a specific company, advising friends to come to work for
the company, and the employee's feeling about the fairness
CO

of the company.
Morse found that company involvement correlate reason
ably with both job satisfaction and financial and job status
satisfaction.

Morse also found that the employees with the

shortest length of service were more company involved than
those with a medium length of service in the company.59
Finally, Morse points out that those who have no
aspiration to move upward but plan to work for the company
until they retire, and those who expected further advancement

57Ibid., p. 303.
5®Nancy Morse, Satisfaction In White-Collar Job (Ann
Arbor:
University of Michigan, Survey Research Center, 1953),
p. 15.
59Ibid., p. 76.
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in the company were more company-involved than those who have
planned to take another job in a different company.®®
Haire, in his analysis of organizational behavior is
concerned with what he calls the "ultimate seat of authority"
which, according to him, has shifted from the professional
manager to the work group.

Considering the personality of

the manager himself, Haire argues that classical organiza
tion theory seems to be based upon a few basic assumptions
about the nature of man.

These assumptions are:

laziness,

shortsightedness, likelihood of mistakes, poor judgment, and
dishonesty.6:1These assumptions, Haire believes, are no longer basic
to modern theory of organizations.

There is an evident shift

toward more faith in the initiative and inventiveness of the
individual.

There is also more emphasis on cohesion and

integrity of each unit group and the linkage of each group
to the groups above and below.

Further, there is more

encouragement to participate, more freedom to make mistakes
and more emphasis on the growth and development of the
emp loyee s .®2

60Ibid.. p. 80.
®^Mason Haire, "The Concept of Power and the Concept
of Man," in Chris Argyris (ed.), Social Science Approach to
Business Behavior (Homewood, 111.: Dorsey Press, Inc., 1962),
pp. 163—83.
62Ibid., p. 183.
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The above conclusions clearly indicate that company
involvement is a necessary requirement for work satisfaction
and individual morale.

The question remains, however, as to

the minimum degree of involvement which should be secured.
One of the Human Relations Research Group's studies attempted
to answer that question.

This study reports that when in

volvement in a group work situation increases, both satis
faction with group membership and individual morale will
ultimately increase.

Involvement in the company, accordingly,

is seen as a basic mechanism for individual motivation and
thus a determining factor of individual participation in
group experience.63
Dubin in a commentary on the above finding suggests
the need for a modified model of the impact of involvement
in group behavior on organizational change.

The new model,

according to Dubin, should specify an optimum rather than a
maximum degree of involvement.

The minimum degree of in

volvement is set at the level where membership in a given
organization is considered to be desirable by the partici
pants.

In his concluding remarks, Dubin maintains that a

high degree of involvement may not be the most productive

63Tannenbaum, op. cit., p. 413.
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state in an organization undergoing change.64
Two studies relevant to the theoretical orientation
adopted in the present research may be summarized.
the work by March and Simon.

First is

In developing their theory of

motivational constraints in organization, March and Simon
distinguished two types of identification:

the first is

identification with extra-organizational groups; the second
is identification with groups within the organization.

The

degree and intensity of identification with the organization
vary from one situation to the other.

For example, the

longer the service with a given organization the stronger the
identification with it.66
Another factor affecting the intensity of identifica
tion, according to March and Simon, is vertical mobility.
The greater the vertical mobility within an organization,
the stronger the identification of the employee with it.66
A third factor influencing the intensity of identi
fication is the supervisory policy o f control.

The more the

supervisors permit their subordinates to satisfy their

64Ibid., p. 413.
66James G. March and Herbert A. Simon, Organizations
(New York: Wiley and Sons, Inc., 1958), pp. 73-74.
66Ibid., p. 74.
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personal goals, the more likely the subordinates will identify
with the organization.
Finally, prestige of the organization and its material
products affect the degree of commitment.

The individual will

identify with the organization which he perceives as high in
prestige and has distinguishable material products.67
Length of service which is cited by March and Simon
as an important factor in identifying with the organization,
has been investigated in a study of attitudes of military
personnel toward systems of maintenance.

Tracy found that:

(1) length of service with the organization works as an impor
tant factor in resisting or facilitating change in the organi
zation.

Old-timers preferred the old crew chief system over

more specialized maintenance systems.

Those with more than

three years' service at the base were more unfavorable to the
new system than those who joined the military service recently.
(2) Lower management officials were the most unfavorable to
the new change in the organization mainly because of the loss
in responsibility and control over their men.

(3) Providing

more efficient use of resources does not necessarily maximize
the degree of satisfaction of the employees with the organi
zation.

In other words, job satisfaction does not always

67Ibid., pp. 74-75.

lead to stronger identification with the organization.
Summary
The final section of the review of literature concen
trates on the relationships between occupational groups and
the organization.

It has been emphasized throughout that

there exist some fundamental differences in the value system
of employees who are oriented toward the corporation and
those officials who are interested in their occupational
groups.
These studies stress that within the framework of the
organization managerial officials develop different role
conceptions.

These role conceptions can be grouped under

two types of orientation:
1.

Orientation toward the organization, which involve

a tendency toward adopting the ideals and expectations of
superiors and an inclination to further career interests
within the framework of the corporation.

Consequently,

organization-oriented managers are more likely to have nega
tive attitudes toward outside organized groups.
2.

Orientation toward the occupation.

Management

6®George S. Tracy, Attitudes Toward Two Systems of
Aircraft Maintenance; Resistance to Organizational Change,
Air Force Base Project No. 15 (Chapel Hill: University of
North Carolina, Institute for Research in Social Science,
1953), pp. 96-98.
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officials who are oriented toward their respective occupa
tions tend to identify with outside groups and colleagues.
Among occupation-oriented managers the corporation is con
sidered a work place and career aspirations are based on
acquiring skills and knowledge.

These managers are

"cosmopolitan" in their feelings toward outside organiza
tions.

This survey of some of the relevant findings in the
literature concerning patterns of careers of management
officials and their effects on promotion, their feelings and
attitudes toward the organization, the professions, and the
"outsiders" is now complete.

Several other studies will be

cited in connection with the theoretical framework and method
of this research.

In that section the main variables of the

study will be specified and related to the main points pre
sented in the foregoing survey.

CHAPTER III

METHODOLOGY

The purpose of this chapter is three-fold:
1.

To outline a theoretical framework consisting of

logically related concepts which serve as a guide for test
ing the hypotheses of the study.
2.

To develop a research design by determining the

independent as well as the dependent variables.

This is done

by defining the concepts operationally and by specifying the
techniques used in testing.
3.

To describe briefly the research setting which

will include description of the industrial corporations
included in the study, the technique of gathering the data
of the study, and the limitations of the "samples" drawn for
the purpose of testing.

THE THEORETICAL FRAMEWORK

Broadly speaking, the theoretical framework explains
selected aspects of the behavior of lower management offi
cials as a product of three elements:
58
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1.

Daily interaction in the plant, that is, their

interpersonal contacts with other employees.
2.

Routine activities which lower management offi

cials perform by virtue of occupying functional positions
in the organization.
3.

Feelings and attitudes which lower management

personnel have developed as the members of the larger society
and as consequences of their interpersonal relationships in
the plant.

Of particular interest to this paper are manage

ment officials' feelings and attitudes toward superiors,
subordinates, the corporation, and the labor union.^
The three elements of the theoretical framework are
mutually dependent, that is, any change introduced in the
pattern of interaction in the plant will necessarily entail
a change in the kind of activity performed by management
officials as well as changes in their feelings and attitudes.
For example, any change in feelings toward incentive rates,

^The three components of the theoretical framework are
based on Homans' theory of interaction— activities— senti
ments. The idea of applying them to organizational analysis
is borrowed from W h y t e 's interaction approach to the theory
of organization.
See George C. Homans, The Human Group (New
York: Harcourt, Brace, and World, Inc., 1950), pp. 30-40;
William F. Whyte, "An Interaction Approach to the Theory of
Organization," in Mason Haire <ed.), Modern Organization
Theory (New York: Wiley and Sons, 1959), pp. 155-83.
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a new supervisor, or the personnel director's opinion, will
affect their activities and the patterns of interaction.^
An organization as a social system is not a selfcontained e n t i t y . ^ in its operation, it is subject to a number
of forces in the environment.4
into four categories:

These forces can be grouped

(1) physical and technical forces,

which include physical conditions, technology, work-flow,
layout of machines and the like.

(2) Social and cultural

forces, which include all values and norms the employees
bring with them from the larger society.

(3) Legal forces,

which involve formal rules and regulations of the organiza
tion itself which, in reality, are derived from the laws of
the larger society.

(4) Economic forces, which refer to the

2

This implies that attitudes can be considered as both
dependent as well as independent variables.
In our research
design we have considered attitudes as dependent variables.
For a discussion of the legitimacy of using attitude as a
variable see William F. Whyte, Man and Organization (Homewood,
111.: Richard Irvin, Inc., 1959), pp. 59-61.
^The study's model of organization and the forces
influencing its operation are based upon Whyte's modified
model of Homans' theory of groups.
See William F. Whyte,
Money and Motivation (New York: Harper and Brothers, 1955),
pp. 191-93; William F. Whyte, Man and Organization, pp. 616 8 ; and William F. Whyte, "An Interaction Approach to the
Theory of Organization," in M. Haire (ed.), Modern Organiza
tion Theory, pp. 156-68.
4By environment we mean the surroundings of the
organization.
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system of wages and salaries, fringe benefits, incentive
rates, and other economic factors.
The environment itself is also subject to the influ
ence of the organization.

Any change in work rules, for

example, may lead to changes in patterns of interaction and,
perhaps, activities inside the plant.

Eventually these

changes will result in modification of the legal, social, and
economic forces impinging on the organization.5

Essentially,

then, the relationships between the organization and its
surroundings are relationships of action and interaction— or
mutually reciprocal relationships.

THE THEORETICAL BACKGROUND OF THE STUDY

In defining the problem of the study it was stated
that lower management officials, motivated by a perceived
open system of social mobility, can be expected to strive
for higher positions.

To accomplish that goal, they have to

5Whyte, "An Interaction Approach to the Theory of
Organization," in M. Haire, Modern Organization Theory, p.
157. Parsons discusses this point in his various works on
organization. Part of this discussion is incorporated in
this study's section dealing with differential rewards. For
a brief statement see his "General Theory in Sociology,'1 in
Robert K. Merton, et al. (eds.), Sociology Today (New York:
Basic Books, Inc., 1959), pp. 3-38; and Talcott Parsons and
Robert Bales, Family, Socialization and Interaction Process
(Glencoe, 111.: The Free Press, 1953), pp. 46-47.

62
meet two sets of requirements, formal and informal, or to
use Gouldner's terms, manifest and latent organizational
identities.^
Regarding the informal factors, it has been stated
earlier that the aspiring management official realizes that
he will have to demonstrate to his superiors his commitment
to the organization, his conformity to their ideals and
expectations, and his willingness to adopt their values and
mannerisms.

As long as his behavior is influenced by these

elements, he will feel a "pull" to move upward.
In terms of status differentials, lower management
personnel are very close to the rank-and-file.

Most of them

started their careers as workers and then moved up to the
rank of supervisor.

As the review of literature has clearly

shown, lower level supervisors are aware of this closeness
in status.

To meet this "status-threat," they will attempt

to increase the range of status differentials as much as pos
sible through promotion.

In so doing, they will feel a "push"

to move upward.
The effects of these two sets of pressure on upward
mobility in the organization manifest themselves in the
adoption of top management's ideology and outlook.

It also

6Alvin W. Gouldner, "Cosmopolitans and Locals,"
Administrative Science Quarterly. II (December, 1957), 281-306.
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involves embracing certain attitudes toward issues relevant
to the organization and its goals.
The preceding argument maintains that behavior of top
management officials sets the standards of behavior for
aspiring foremen and supervisors.

Of course, no group can

assume this function of norm-setting and norm-enforcement
unless it is in position to apply sanctions for conformity
and non-conformity, that is, the group rewards and punishes.
Phrased differently, a group functions as a normative agency
for a person to the extent that it has power to sanction and
the sanctions are actually binding.
The above statement involves two concepts which will
be elaborated here; namely, the concept of reference group
and the concept of differential rewards.

However, it is

first necessary to introduce two definitions:
1.

Every industrial plant used in this study is con

sidered to meet the requirements for classification as an
organization.

Structurally, organization is defined as a

multi-group system linked by a network of social relations
which operate under a set of standards and oriented toward a
specific goal.

In its dynamic aspects, organization is a

7This definition of organization is derived from Peter
M. Blau and W. R. Scott, Formal Organizations (San Francisco:
Chander Co., 1962), pp. 2-5; Frederick L. Bates, "Institutions,
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system of activities, interactions and attitudes of the mem
bers together with the reciprocal relations which exist among
these elements during the time the system is active.®
2.

By group we mean a number of individuals occupyin

positions related to each other and possessing a set of values
and norms which regulate their behavior in matters of conseq

quence to the group.

The Reference Group and Lower Management
Management personnel in any one of the organizations
used in this research constitute a group in the sense speci
fied above.

The problem of coordinating the activities of

different levels of management in one plant requires some

Organizations, and Communities:
A General Theory of Complex
Structures," Pacific Sociological Review, XII (Pall, 1960),
59-70; Talcott Parsons, Structure and Process in Modern
Societies (Glencoe, 111.: The Free Press, 1960), pp. 19-22.
g
Homans, op. c i t ., p. 87.
®M. Sherif and C. W. Sherif, An Outline of Social
Psychology (New York: Harper and Bros., 1956), p. 144.
Borgatta and Cottrell have a different view of the concept
of group. To them the distinction between group and col
lectivities is quite arbitrary. Specifying the differences
between group and non-group, they argue, depends upon the
purpose of the investigator.
In most cases, however, when an
attempt is made to delineate "groupness" we find ourselves
shifting from determining whether or not an aggregate is a
group to the question of the degrees of groupness.
See Edgar
F. Borgatta and Leonard Cottrell, Jr., "On the Classifica
tion of Groups," Sociology and the Science of M a n , XVIII
(December, 1955), 409-22.
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kind of interaction among them.

In this sense, the entire

body of management officials form one large group.
By the same token, both top management and lower
management officials are considered to form two different
groups separated by their status differential and functional
boundaries.

Top management personnel usually interact with

each other and cooperate on the problems of general policy,
decision making, and the like.

Foremen and supervisors of

different departments must meet frequently and discuss work
ing schedules, work techniques, and work quality, as well as
to coordinate supply and materials.

In so doing they engage

in recurrent interaction, the purpose of which is common to
all.10
Top management officials, as a group, constitute a
reference group11 for foremen and supervisors who aspire to
move upward to higher positions.

These foremen and super

visors strive to gain acceptance in that group.

They conform

10Bates, o p . c i t ., p. 66.
11Following Sherif and Sherif, a reference group is
defined as "the group with which the individual identifies
or aspires to belong." M. Sheriff and C. W. Sherif, Refer
ence Groups (New York: Harper and Row, 1964), pp. 54-55.
See also Robert K. Merton, Social Theory and Social Structure
(Glencoe, 111.: The Free Press, 1957), p. 233; Theodore New
comb, Social Psychology (New York: Henry Holt and Co. , Inc.
1950), p. 225.
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to what they conceive to be consensus among members of the
reference group; they uphold the rules which they feel to be
cherished by their superiors.

In other words, top management

officials serve as a norm-setting and norm-enforcing group
for them.13
Top management, as a reference group, is not neces
sarily a referent in all areas of behavior of lower manage
ment officials.13

Top management may influence the behavior

of lower level supervisors and foremen only in matters rela
tive to the worlc situation, to promotion, to attitude forma
tion on various issues, and the like.14

For different offi

cials top management may serve a broader function and as such

l^sherif and Sherif, Reference Groups, p. 54. The
concept of reference group has been used differently by
Kelley. He used it to denote a group which the person uses
in making evaluations of himself and others. This type of
reference group serves as no more than a standard or check
point which the person uses in making judgments and, as such,
it is a comparison reference group.
See Harold H. Kelley,
"Two Functions of Reference Groups," in G. E. Swanson, et a l .
(eds.), Readings in Social Psychology (Revised edition; New
York: Henry Holt and Co., Inc., 1952), pp. 410-14.
13

Bernard C. Rosen, "The Reference Group Approach to
the Parental Factor in Attitude and Behavior Formation,"
Social Forces. XXXIV (December, 1955), 137-44.
14Robert Dubin, "Upward Orientation Toward Superiors,"
in his Human Relations in Administration (Englewood Cliffs,
N.J.: Prentice-Hall, Inc., 1961), pp. 373-75.
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"dominate" a greater portion of an aspiring individual's
behavior.15

Differential Rewards
Much of human behavior in an organizational setting
can be explained by the organization's incentive system.^®
Any organization must provide tangible or intangible incen
tives to individuals in exchange for their contributions to
the organization.

Barnard cogently states the issue as

follows:
The contribution of personal efforts which consti
tute the energies of organizations are yielded by
individuals because of incentives. The egotistical
motive of self-preservation and self-gratification
are dominating forces; on the whole, organizations
can exist only when consistent with the satisfaction
of these motives, unless, alternatively, they can
change these motives.
The individual is always the

^ I n this particular case it should be emphasized that
management may become the main reference point for a super
visor if he has "enough" aspiration to move upward and become
a member of that group.
In that case the group (top manage
ment) becomes the main focus of his reference-norms and
value-orientation.
See S. N. Eisenstadt, "Studies in Refer
ence Group Behavior," Human Relations, VII (May, 1954), 191216.
Clark and Wilson point out that the analysis of
incentives in organizations makes it possible to relate
environmental trends, personality factors, patterns of expec
tation and organizational history to the behavior of organi
zations and, perhaps, to bridge the gap between the study of
individual and the study of organizational behavior. See
Peter B. Clark and James Q. Wilson, "Incentive System: A
Theory of Organizations," Administrative Science Quarterly,
VI (September, 1961), 129-66.
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basic strategic factor in organization. Regardless
of his history or obligations he must be induced to
cooperate, or there can be no cooperation.^
Inevitably, an organization must have (1) some system
of rewards that it can use as an inducement in return for
what it gets from the participant, and (2) a certain way o f
allocating these rewards differentially according to the
positions specified in its structure.
Technically, rewards mean any transferable entities.
Rewards are either instrumental or e x p r e s s i v e . T h e y are
expressive when the individual desires them as objects of
his immediate gratification.

Rewards are instrumental, or

sometimes "facilities," when the individual uses them as
means to achieve ultimate goals.

19

•^Chester Barnard, The Functions of the Executive
(Cambridge: Harvard University Press, 1938) , p. 73. These
points are also stressed in Renis Likert, "Motivational
Approach to a Modified Theory of Organization," in Haire,
Modern Organization Theory, pp. 184-217; Herbert Simon, et
al., Public Administration (New York:
A. Knopf, 1950), pp.
381-82.
1O

Talcott Parsons, The Social System (Glencoe, 111.:
The Free Press, 1951), p. 27.
19Ibid., p. 127. As Parsons has pointed out, the
distinction between these two types of rewards are analytical
and not concretely classificatory. The problem of how they
work in a single system is solved by the concepts of fusion
and segregation.
For a detailed discussion, see Talcott
Parsons and Edward Shils (eds.) , Toward A General Theory o f
Action (New York: Harper and Row, Torchbooks edition, 1962),
p. 215.
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To be more exact, rewards consist in the possession
of physical objects or specific relations to cultural
objects.20

The latter type is called "relational" reward.

It is relational because it depends upon certain reciprocal
actions or attitudes of others with whom the individual inter
acts.

An individual (a foreman or supervisor in this particu

lar case) must capitalize on specific activities in certain
situations in order to maximize the benefits of this type of
reward for his own interest.2^
Relational rewards and the possession of facilities
in the organization actually involve possession of power
because they involve some control over the action of others.22
Such power is manifested in the ability to withhold a favor
able attitude from the aspiring official.

The superior can

20Lodahl, following Herzberg, classifies reward com
ponents into the affective components and the instrumental
components.
The first category deals with conditions that
surround the work itself; the second deals with rewards which
are obtained from the work itself. Thomas M. Lodahl, "Pat
terns of Job Attitudes in Two Assembly Technologies,"
Administrative Science Quarterly. VIII (March, 1964), 482-519.
Still a different classification is offered by Clark and
Wilson, op. pit., pp. 134-36.
21Parsons, The Social System, p. 79.
22

For further discussion of this point see Robert
Dubin, "A Theory of Conflict and Power in Union-Management
Relations," Industrial and Labor Relations Review. XIII
(July, 1960), 501-18.
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make his favorable attitude contingent upon a certain stand
ard of performance and can choose objects on which to bestow
it.23
Because of the nature of this reward and because of
its significance in determining the individual's future
career, the employee must develop a high level of selfdiscipline in his relations with his superiors as well as
the rank-and-file.

He must be capable of sustained effort

and implementation if

n e c e s s a r y .

24

Now that the theoretical framework has been developed,
attention is directed to the delineation of the main vari
ables of this study and operationalization of its basic con
cepts.

The problem of this dissertation has already been

outlined and the relationships between the factors involved
have been presented briefly in the description of the theo
retical background.

Implicit in that outline are the follow

ing propositions:
1. Lower management officials aspire to achieve
successful careers "through the chairs" of the
organization.
2.

Lower management personnel who aspire to move

23Ibid., p. 121.
24parsons and ShiIs, op. cit., p. 149.
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upward show a commitment to the organization as
a whole.
3. Lower management officials' ideals and
expectations tend to conform to those of their
superiors and they act accordingly.
4. Due to the nature of their position, lower
officials who aspire to higher positions experience
a threat to their status in the relationship with
rank-and-file workers.
5. Lower management officials develop negative
attitudes toward labor unions.
Implicit in these propositions are the study1s depend
ent and independent variables.

The dependent variable is the

type of attitude held by lower management officials toward
labor unions.

The independent variables are:

(1) the

aspirations of lower managers to achieve successful careers
in the organization;
management officials;

(2) type of work commitment of lower
(3) their conformity to the expecta

tions of the superiors; and (4) awareness on the part of lower
managerial officials of the slight status differential between
themselves and the rank-and-file.
Attitude is defined as a disposition or mental state
of readiness exerting a directive influence upon the indi
vidual 's response to all objects and situations with which he
is related.25

^

investigator can try to determine a

25G . w. Allport, "Attitudes," in C. Murchison (ed.),
A Handbook of Social Psychology (Worchester: Clark

I
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respondent's attitudinal set by studying the latter's re
sponses to specified social objects.

In this particular

study, management attitudes toward labor unions were mea
sured by the responses to seven items. ^

These items are:

1. The role of unionism and its contribution to
the welfare of society.
2. The legitimacy of organizing the company's
workers.
3. The union's "right" to represent labor in a
specific company in contract negotiations with
management.
4. The legitimacy of the recruiting technique
used by unions today.
5. Whether or not union's demands are wages,
hours of work and working conditions are fair and
reasonable.
6 . The legitimacy of union's demands that the
company cooperate with union representatives in

University Press, 1935), p. 810. The concept of attitude is
used here instead of sentiment despite some objections raised
by a group of social scientists regarding its value in social
research.
This thesis subscribes to Sherif *s argument that
"the concept of attitude . . . is associated with a consider
able research literature, and, has been an empirically based
concept in both sociology and psychology, at least, since
W. I. Thomas' pioneering work."
See Sherif and Sherif, Refer
ence Groups, p. 164.
^^The specific items used to measure management's
attitudes toward labor unions are Items 8 through 14 listed
under "Relationships With Labor Unions" in the interview
guides used in this study. The interview guide is reproduced
in Appendix I.
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recruiting the new workers hired by the company
to union membership (union shop).
7. Union demands to have a share in the over-all
organizational decision-making.

THE INDEPENDENT VARIABLES

1.

Aspirations to Achieve a Successful Career
Career is defined as a series of related, prestige-

fully graded positions an official holds in a bureaucratic
organization.

Subjectively, it is the "moving perspective"

through which an official interprets the meanings of this
action in the sequence of positions held in specific organi
zation.^
The drive to achieve a successful career in an organi
zation was measured by analyzing responses to questions
regarding:
1. The extent to which lower management officials
think that demonstrating determined effort and devotion
to the ideal of success is important for upward
mobility in the organization.
2. The role of luck in contributing to a success
ful career.

27See Robert Dubin, Working Union-Manaaement Relations
(Englewood Cliffs, N.J.: Prentice-Hall, 1958), p. 20; Everett
C. Hughes, Men and Their Work (Glencoe. 111.: The Free Press,
1958), pp. 276-86; Harold Wilensky, "Work, Careers, and
Social Integration," International Social Science Journal.
XII (Fall, 1960), 543-60; Julius A. Roth, Timetables (New
York: The Bobbs-Merrill Co., 1963), p. xviii.
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3.
Whether lower management officials consider
success as the achievement of a top position in
the organization or just a higher position compared
to the one with which the official started.28

2.

Work Commitment
A person is considered committed to a certain norm

when his actions in terms of that norm influence others'
behavior and when this person regards his action as being
part of the expectations of others.

The individual is forced

to live up to the rewards and sacrifices which result from
that a c t i o n . ^
Three main elements are involved in this definition
of commitment:

(1) the behavior of the committed individual

persists over a considerable period of time;

(2) the action

engaged in is seen as activity which serves him in pursuing
a specific goal, no matter how diverse the activity;^0

28TJJQ items used to determine lower managers' drive to
achieve success are Questions 4 (Parts a. and b.) and 6, all
listed under "Personal Career" in the interview guides. See
Appendix X.
2^Erving Goffman, Encounters (Indianapolis: BobbsMerrill, 1961), pp. 88-89; also William Kornhauser, "Social
Bases of Political Commitment:
A Study of Liberal and Radi
cals ," in Arnold Rose, Human Behavior and Social Processes
(Boston: Houghton Mifflin Co., 1962), pp. 321-39.
30parsons defines the concept of commitment in terms
of goal orientation, that is, commitment to a goal attain
ment rather than to the whole organization.
See Talcott
Parsons, et ja^l., Working Papers in the Theory of Action
(Glencoe, 111.: The Free Press, 1953), pp. 209-10.
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(3) rejection of alternative courses of a c t i o n . ^
Operationally, the type of work commitment^ was
measured by a series of items, none of which are crucial, but
taken as a unit, they constitute a "side bet of such magni
tude that (the individual) finds himself unwilling to lose
them."

33

These items deal with the following points:

1. A preference for continued work with the
present company rather than moving with promotion
to another company.
2. A feeling of indebtedness on the part of the
official to the organization for its contribution
to his well-being.
3. Risking o n e 's future by remaining with the
company while it is in the midst of a crisis and

^ H o w a r d S. Becker, "Notes on the Concept of Commit
ment ," American Journal jof .Sociology, LXVI (July, 1960),
32-40.
^ G o u l d n e r tested the distinctions made by partici
pants of a voluntary organization between commitment to a
specific value for an organization and commitment to an
organization as a whole.
See Helen P. Gouldner, "Dimensions
of Organizational Commitment," Administrative Science
Quarterly. IV (March, 1960), 468-90.
Katz and his asso
ciates measured commitment to the company by adding the
coded score of the following items:
(1) the desire to work
for the company; (2) willingness to advise a friend to work
for the company; (3) an over-all coder rating of the em
ployee 's feeling about the fairness of the con$>any; and (4)
an over-all coder rating the degree of identification with
the company.
See D. Katz, et a l ., Productivity, Supervision
and Morale Among Railroad Workers (Ann Arbor*
University of
Michigan, Survey Research Center, 1951), pp. 43-44.
•^Becker, ©p. cit., p. 38.
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aiding in re-establishing its stability.
4. A sense of identification with the firm as
opposed to identification with the occupation.
5.
Setting the goals of promotion in the present
company rather than moving from one firm to the
other.
6 . Willingness to sacrifice a promotion if that
is required by the circumstances in the company.
7. Defining career success in terms of advancing
in the company rather than on one's own in a specific
occupation.^4

3.

Conformity to the Expectations of Superiors
A conforming action is defined as action which is

oriented to a social norm (or norms) and which falls within
the range of behavior permitted by the norm.^5

In this

study, lower management's conformity to the superiors'
expectations has been determined through their responses to
items dealing with the following points:
1. Whether or not lower management officials
are familiar with the nature of work of their
superiors.
2.

Whether or not lower level managers are

34In the interview
work commitment are 1, 2,
Career," and Questions 1,
Career (Continued)."
See

guide the questions which deal with
3, and 5, listed under "Personal
2, and 3 listed under "Personal
Appendix I.

^ H a r r y M. Johnson, Sociology: A Systematic Intro
duction (New York:
Harcourt, Brace and C o . , I960), p. 552.
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interested in knowing their superiors' personal
characteristics.
3. Whether or not lower management officials
are familiar with the superiors1 views of their
subordinates.
4. The extent to which lower management offi
cials have knowledge of their superiors1 social
interests.
5. The extent to which lower management offi
cials are familiar with their superiors1 economic
interests.
6 . The extent to which lower level managers
know their superiors' recreational interests.
7. Whether or not knowledge of the superiors'
personal characteristics is an important asset in
getting ahead in the corporation.
8 . The significance of adopting the proper
managerial outlook in enhancing chances for
promotion.
9. Listing the three most important standards
for promoting an employee to a higher position.
10. Specifying the kinds of attitudes a new
manager should adopt toward his superiors.^

4.

Lower Management's Awareness of Being Close

in Status to the Rank-and—File
This variable was measured through the following:

JWThe questions dealing with conformity to the expec
tations of the superiors are 4 and 5 listed in the interview
guide under "Relationships With Top Management" and Questions
1, 2 , 3 , and 4 listed under "Management Relations." See
Appendix I.
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1. Comparing the personal characteristics of
the men from the rank-and-file who are promoted
to supervisory positions with the average rankand-file workers.
2. Comparing jobs of first-line supervisors
with rank-and-file workers in matters related to
income, education, responsibility, security,
importance to the production process and prestige.
3. Describing the effects of increases in
pay, security, and prestige of the workers who
are members of a union upon the supervisors'
income, security and prestige.^7

A NOTE ON THE RELATIONSHIPS BETWEEN STRUCTURAL
EFFECTS AND ATTITUDES

Common to all research which combines survey tech
niques with structural analysis is the problem of relating
the responses of the individuals under study to the organiza
tion (a factory, a hospital, or a prison) with which the
respondents have some kind of relationship (for example,
working for it, controlling its general policy or being
forced to live in it).

The problem involves moving from one

level of analysis to another, that is, responses of a group
of individuals are related to the over-all picture which is
based upon the repetitive and recurrent relationships

S^The questions dealing with status differentials are
Questions 8, 9, and 10 listed under "Personal Career" in the
interview guide.
See Appendix 1.

existing among these individuals.
This problem has special interest to sociologists
since the focus in sociology is on patterns of responses in
group settings rather than on the individual responses.
Information about individuals should be related to the
"setting" in order to be useful for sociological analysis.
In a study of the structure of a government agency,
Weiss and Jacobson conclude that "there are systematic rela
tionships particularly between the internal structure of
working groups and attitudes toward supervision and communi
cation, but few of the attitudes seem to be dependent pri
marily upon structure."3®

While it may be true that

attitudes do not depend primarily upon the structure of the
group, attitudes, nonetheless are products of group member
ship and interaction.

Much research has shown how new

attitudes emerged out of particular settings and how they
changed after changes in patterns of interaction or the flow
of interpersonal relationships among the members of the
group. 39^

3®Robert s. Weiss and Eugene Jacobson, "A Method For
Analysis of Structure of Complex Organization," in A. Etzioni
(ed.). Complex Organizations (New York: Holt, Rinehart, and
Winston, Inc., 1962), pp. 453-64.
Q Q

j:7See for example, M. Sherif, jat a l ., Intergroup Con
flict and Cooperation, The Robbers Cave Experiment (Norman,
Oklahoma: University Book Exchange, 1961), pp. 27-55.
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Most students of social structure, when analyzing
structural effects of organizations, consider psychological
processes to form the intervening variables drawn on to
explain why certain conditions in the organization lead to a
given process of social interaction, and these social proc
esses, in turn, must be examined to account for the relation
ships between conditions in the organization and the results
they accomplish.40
In the present study, three steps are followed in
order to assess the structural effects of the organization
upon the formation of management's attitudes.

These steps

are:
1.

Some empirical measures pertaining to lower manage

ment officials^ feelings toward work, the organization, their
superiors' expectations, the rank-and-file, and labor unions
have been obtained through interviews conducted in five indus
trial plants.41
2.

In Chapter IV, measures which deal with each vari

able will be combined into units (scales or indices).

These

units no longer will refer to characteristics of individuals

40Blau and Scott, op. cit., p. 66.
41

The items pertaining to these measures are listed
in the section dealing with the dependent and independent
variables of this study.
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but to characteristics of groups.
3.

To determine the structural effects, the relation

ship between one of the above group characteristics and some
other effect— in this study the type of attitude toward labor
unions— will be determined, while the corresponding character
istics of the individual are held constant.42
The structural effects, themselves, will be derived
from two dimensions:

the first is based upon "the conse

quences of the common values or shared norms, and those of
the networks of social relationships or distribution of
social positions"; the second dimension will be derived from
the direct or the contingency effect of either of these two
aspects of social structure.43 And so, attention is directed
to any of the following types of effects:
1.

Direct structural effects which result from the

individual's own value orientation and those which result
from the social pressure of the shared values of other mem
bers of the organization.
2.

Contingency effects of common values, that is, the

4^For a discussion of determining the structural
effects in formal organizations, see Peter M. Blau, "Formal
Organizations: Dimensions of Analysis," American Journal of
Sociology. LXIII (July, 1957), 55-69.
43Peter M. Blau, "Structural Effects," American Soci
ological Review. XXV (April, 1960), 178-93.
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effects of the distribution of certain values in the group
upon the relationships between the individual's own value
orientation and another factor.
3.

The effects which result from the impact of the

organization upon the individual's own value orientation and
other factors.
4.

The effects which result from the combined influ

ences of social position or the relations between the posi
tions and another factor.44

THE SETTING OF THE STUDY

Data Collection
The data for this study were collected from five
chemical plants.

They were all bulk raw-material processing

firms located in an administrative-industrial city with a
metropolitan area population of about 265,000 in the Southern
United States.
The five corporations included in this study have some
form of labor contract with either an independent union or a
union affiliated with the AFL-CIO.

This was a requisite con

dition for selection since the main interest of the study is

44Ibid.. pp. 191-92.
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related to the impact of the organization upon the attitudes
of the employees toward labor unions.
Results of this study should be interpreted with full
understanding of the particular characteristics of the popula
tion studied.

These plants are by no means representative of

the companies in this type of industry.

They are, however,

among the largest raw-material refining corporations in the
area specified above.

They are also the most "cooperative"

corporations we contacted.

Sampling
Data were collected from seventy lower management offi
cials and twenty top management personnel employed in these
five corporations.
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The size of the plants as well as the

exact products vary from one corporation to another.

In each

plant an attempt was made to draw a random sample of lower
management officials.
successful.

In two of them these attempts were

In the third plant every available lower official

was interviewed.

The remaining two corporations did not

provide the necessary requirements for the process of

45

Lower management officials as used in this study
are first-line foremen, general foremen, supervisors, and
minor-department h e a d s . Top management, on the other h a n d ,
consists of general plant managers, assistant managers, and
superintendents of major departments.
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sampling.46

Regarding top management, the upper-most offi

cials in the plant were interviewed.

Table I shows the

number and per cent of lower and upper management officials
who were interviewed in each corporation.

TABLE I
NUMBER OF LOWER AND TOP MANAGEMENT OFFICIALS
INTERVIEWED IN THE FIVE CORPORATIONS

Corpo
ration
A
B
C
D
E

Number of
Lower Manage
ment Officials

Number of
. Lower Manage
ment Officials
Interviewed

238
38
46
24
5

19
14
20
12
5
70

(2200)*
(700)*
(720)*
(125)*
(100)*
Total

Number of
Top Manage
ment Officials
Interviewed
4
4
5
4
3
20

♦Approximate number of employees.

All these corporations had "normal" relationships
with labor unions at the time the interviews were conducted.
The one exception was Corporation B , which experienced a
brief strike after a long unsuccessful negotiation with the
labor union.

The strike took place a few days after inter

viewing four top management officials and before conducting

46The reasons these two corporations did not provide
the necessary requirements for sampling were related to
matters of cost and shift inconveniences.
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any interviews with lower management officials.

No attempt

was made to determine the effects/ if any, of that strike on
the feelings of lower management officials.
Separate interview schedules for each of the two
levels of management were prepared.

These interview sched

ules were first presented to the person occupying the
position of highest authority in every plant.

Several ques

tions related to the present position and previous positions
occupied by top management officials were dropped at the
suggestion of the top official at Corporation A.

The same

two interview guides for each of the two levels of manage
ment were used in all five plants.
Each interview was conducted in complete privacy,
taking place either in conference rooms provided by the
corporations or in the respondent's office.

Lower management

interviews lasted from forty-five to sixty minutes, while top
management interviews lasted approximately twenty minutes.
All the interviews were conducted by one researcher.
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NOTES ON RELIABILITY AND VALIDITY

The Problem of Validity
A measurement procedure is valid when it measures what
it claims to measure.

Operationally, a measuring instrument

is valid when the differences in scores reflect true differ
ences between the individuals or groups of individuals which
that instrument seeks to determine rather than constant or
random error.

47

Validity in most survey research data presents a
serious problem.

The main reason is the absence of an out

side objective criterion with which a comparison can be made.
In attitude studies the problem is even more complicated.
Not only is an outside criterion lacking, but also statements
made by the respondent can be purposely misrepresenting his
actual attitudes.

AQ

Absence of an objective outside criterion can be over
come at least partially, however, by employing two methods of

^ C l a i r e Selltiz, et a l ., Research Methods in Social
Relations (Revised one-volume edition; New York: Henry Holt
and Co., Inc., 1959), p. 155.
48

A. Angus Campbell and George Katona, "The Sampling
Survey: A Technique for Social Science Research," in L.
Festinger and D . K a t z , Research Methods in the Behavioral
Sciences (New York: Holt, Rinehart, and Winston, 1953),
pp. 15-55.

•v-
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validation:
1.

Pragmatic validation in which some measuring

instrument is used as an indicator or a predictor of some
other behavior of characteristic of an individual or a group
of individuals.

Supervisors1 ratings,

for example, can be

used to determine the validity of measurement of degree of
cooperation of rank-and-file workers.

Of course, the

criterion used in this method of validation should itself be
"perfectly" valid.
2.

Constructive or logical validation:

here the

investigator is concerned with inferring some characteristics
which can not be pointed to or identified with some specific
kind of behavior.

He "constructs" the characteristics by

observing behavior or behavior products which have known
characteristics.

This construction involves an inference of

the characteristics through statements assumed to be related
to the variable being measured.49
Two major problems are involved in construct validity.
First, the measuring instruments (the items of an interview
schedule for example) must be validated.

Also the assumed

relationships between the questions used in the study and the
measured variable must be validated or established logically.

49Selltiz, op. c_it., pp. 158-59.

88
Second, the theory underlying the statements used in measurement must be validated.^®
Pragmatic and construct validities are not mutually
exclusive; rather, they complement each other.

While the

pragmatic approach to validation is limited to discovering
the empirical validity of a measuring instrument, it permits
no generalization of the underlying theory.

On the other

hand, construct validity, being logically constructed, can
not reveal the empirical bases of the validity of a measuring
instrument.

Both must be employed if a high degree of

validity is desired.
In this particular study data were gathered from
management personnel through responses to items selected
after examining the literature relevant to the variables of
the study.

These items consist of sets of statements and/or

questions the purpose of which was to confront the respondent
with a situation whereby it would be possible to infer or
construct his attitudes or feelings.

The relationships

between these statements and questions on the one hand and
the variables to be measured are assumed to be logical relationships.

Whether or not these relationships are valid

50Ibid., pp. 160-61
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depend upon the theory underlying the selection of the items
and the extent to which the predictions stated in this re
search is confirmed.5^-

The Problem of Reliability
Essentially, reliability means consistency of results
obtained from a measurement instrument.

Operationally,

reliability is obtained by determining the extent to which
the variation in scores among the respondents is due to
inconsistencies in measurement.

If the same variations are

obtained from independent but comparable measures, and the
variations are not caused by random errors, reliability is
demonstrated.52
Random error can be minimized if a satisfactory level
of validity is assured.

In other words, if we can demon

strate that a measuring instrument had satisfactory validity,
the question of the reliability of the measure will be

^ B a s i c a l l y the validity of the measurement instruments
used in this study is what Heyns and Zander classify as the
validity which is derived from a well-formulated theoretical
system.
"In this case," state Heyns and Zander, "if the pro
posed measure makes differential predictions concerning the
behavior of people in a social situation and these predic
tions are confirmed in an experiment, one could argue that
the validity of the measure had been demonstrated."
See
Roger W. Heyns and Alvin F. Zander, "Observation of Group Be
havior," in Festinger and Katz, Research Methods in the
Behavioral Sciences, pp. 381-417.
52Selltiz, op. c i t ., p. 166.
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insignificant.

This, however, is seldom feasible unless the

validity of the instrument used in the study has been demon
strated in earlier studies.

On the other hand, lack of

reliability of a measuring instrument lessens its validity.
Put differently, to the extent that measurements are influ
enced by random errors they are not valid indicators of the
characteristics to be m e a s u r e d . ^
Reliability of data can be determined by consistency
of several repeated but independent measures of the same
individuals or a group of individuals.
this is not always feasible.

In social research

To provide adequate bases for

evaluating reliability, a few independent measurements are
used.

However, two conditions must be met:

first, a larger

number of respondents must be included in the study,* second,
as many aspects related to the measured variable as possible
must be explored in developing the items of the s t u d y . ^
None of the conventional techniques of testing relia
bility, such as test-retest, the equivalent forms or the
split half, were employed in this particular study.

Due to

the problems of cost and time, it was not feasible to use any
of these techniques in any one of the five industrial corpora
tions.

Attempts were made, however, to increase by as many as

possible the number of the interviewed management personnel as
well as the number of questions dealing with a particular
variable.
53ibid., pp. 166-67.

54ibid.. p. 167.

CHAPTER IV

MEASUREMENT OF THE VARIABLES

The purpose of this chapter is to develop scales and
indices based on items listed in the preceding chapter.
These scales and indices will be used subsequently in testing
the major hypotheses of the study.

ATTITUDES OF MANAGEMENT TOWARD
LABOR UNIONS

Attitudes of management toward labor unions were
measured by seven items, each containing four-response cate
gories.

These categories were assigned weights ranging from

zero for "strongly favorable" to three for "strongly unfavor
able."

The items are as follows:

1. Labor unions not only better their members'
economic and social conditions but also contribute
to the welfare of society.
2. The drive to organize workers is a legitimate
right for labor unions.
3. Collective bargaining is a necessary and
important function of labor unions that should be
preserved.
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4. Labor unions are reasonable in their drive
to recruit workers into their organizations.
5. Labor unions 1 demands regarding w a g e s , hours
of work, and working conditions, in most cases, are
fair and reasonable.
6 . Labor1s demand for union shops is a legiti
mate right for them.
7. Labor unions should have a share in making
decisions in the corporation.
It was assumed that a continuum of attitudes toward
labor unions could be identified.

In other words, responses

to the above items were assumed to fall upon a continuum
ranging from positive attitudes toward unions to negative
attitudes.

Thus a manager whose responses fell in the cate

gory of strongly agree was classified as having positive
attitudes toward labor unions.

By the same token a manager

whose responses fell in the category of strongly disagree was
considered to have negative attitudes toward unions.
Using the scalogram board technique,^ responses of
seventy lower level management officials and twenty top
management personnel to the above items were scaled in one
unit.

All items were dichotomized in the second trial.

It

was judged that the items formed a scale since a coefficient

^Samuel Stouffer, ^et ^ai., Studies in Social Psychology
in World War II: Measurement and Prediction (Princeton:
Princeton University Press, 1950), Vol. IV, pp. 89-93.
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of reproducibility of .90 was obtained and the errors were
randomly distributed.2
follows:

The final order of the items was as

1, 2, 3, 5, 6 , 4, and 7.

The scale is reproduced

in Figure 1, Appendix II.
The marginal frequencies of the seven items are shown
in Table II.

Item seven was retained although it failed to
I
meet Guttman's criterion that an item should have 90 per cent
to 10 per cent marginal frequencies to be included in a tenitem scale.

It was decided that marginal frequencies of 93

per cent to seven per cent are close enough to the minimum
requirement which is, in itself, an arbitrary limit.

TABLE II
MARGINAL FREQUENCIES OF THE ITEMS OF THE ATTITUDE
SCALE OF UPPER AND LOWER MANAGEMENT OFFICIALS

Item*
1
2
3
5
6
4
7

Marginal Frequencies
Per Cent
Agree
Disagree
18
23
52
58
61
72
93

82
77
48
42
39
28
7

*1terns are listed according to their final order in
the scale.

2Ibid.. pp. 159-63.

3Ibid.. p. 78.

^
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Scores in the scale ranged from zero to seven.

Only

one respondent scored zero and one other respondent scored
seven.

Both respondents were lower management officials.

Upper management officials contributed fewer errors than
their pro rata {11 per cent of the total number of errors).
Their scores, however, were distributed in a consistent
pattern.
Seven scale types were established with respondents
ranging from 12 per cent in the first scale type (classified
as having the strongest negative attitudes toward labor
unions) to three per cent in the seventh type (considered to
have the strongest pro-union attitudes).

Table III shows

the number of respondents in each scale type.

TABLE III
DISTRIBUTION OP LOWER AND UPPER MANAGEMENT OFFICIALS
IN THE ATTITUDE SCALE TYPES
Perfect
Scale Types
I
II
III
IV
V
VI
VII
Total

1

2

X

X
X

Scale Items*
3
5
6
X
X
X

X
X
X
X

X
X
X
X
X

Number of
Respondents
4

7

X
X
X
X
X
X

X
X
X
X
X
X
X

11
12
22
10
4
5
26
90

*The symbol X designates agreement with the respec
tive item.
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The theoretical framework of the scale includes the
assumption that matters of agreement and disagreement between
labor and management can be used to identify management feel
ings toward labor unions.

Matters like the role of unionism

in industrial society, the demands made by unions to improve
the workers' social and economic conditions> the significance
of collective bargaining, labor's demand for union shop and
labor participation in making decisions in the corporation,
were considered to provide means for assessing the attitudes
of both upper and lower management personnel toward labor
unions.
The assumption that a continuum upon which the items
of the scale fall can be identified and was confirmed by the
fact that the majority of the respondents agreed with the
item which states that labor unions have a vital role in the
growth of modern industrialism (item one) and disagreed with
the demand made by unions to have a share in making decisions
in the corporation (item seven).

Between these two extremes,

responses fell into a gradient pattern with the number of
agreement increasing gradually toward item one and decreasing
toward the opposite direction.
The final order of the items in the scale reveals that
the respondents considered the existence of labor unions to
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be of importance to the larger society.

They also agree

that union efforts to recruit new members are legitimate.
Collective bargaining, however, was the item on which the
respondents split almost equally.
Relatively strong disagreement did not begin until
the respondents were asked to express their feelings toward
the union shop.

The disagreement reached its highest when

the respondents expressed their opinion about the legitimacy
of labor demands to have a share in making decisions in the
corporation.

CAREER ASPIRATION

Career aspiration was determined by responses to two
items dealing with the following questions:
I.

II.

(a) Belief in determined effort and devotion as
necessary conditions for successful careers,
or
(b) belief in luck as the important factor in
success
(a) Striving to move up to one of the highest
positions in the company, or
(b) satisfaction with the present position.

Pour logical types of career aspirations were identified:
1.

Type one consists of twenty-eight respondents who

believed in determined effort and devotion and who maintained
that one should strive to move up to higher positions.
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Respondents in this category were classified as The Upwardly
Mobile.
2.

Type two is composed of thirty-seven respondents

who believed that while determination and devotion to the
ideal of success are good things in themselves, felt that
they were satisfied with their present status and expressed
no aspirations to move up to higher positions.

Respondents in

this category were classified as The Terminals.
3.

Type three consists of four respondents who con

sidered luck as the important factor in success and thought
that one must not strive to move up to higher positions.
They were classified as The Fatalists.
4.

Only one respondent believed in luck and thought

that one must strive to move upward.

He was classified as

The Inconsistent.
The last two types, the fatalists and the inconsistent,
were disregarded since the number of respondents in these
categories is small.

The remaining two types, the upwardly

mobile and the terminals, were used in testing the study's
hypothesis concerning the relationships
and attitudes toward labor unions.

between

aspiration

Table IV shows the pat

terns of responses and the number of respondents in each type.
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TABLE IV
PATTERNS OF RESPONSES AND THE NUMBER OF RESPONDENTS
IN CAREER ASPIRATION TYPES
Type
Upwardly Mobile
Terminal
Fatalist
Inconsistent

Response Pattern
la,
la,
lb,
lb,

Ila
lib
lib
Ila

Number
28
37
4
1
70

Total

WORK COMMITMENT

This variable was measured by responses to seven items
— four of them were two polarized choices and the remaining
three with four-answer categories each.

The items are as

follows:
1. One should continue working for the present
company rather than moving to another one only
because the other company offers higher pay.
2. One should have a feeling of indebtedness to
his company for its contribution to his well-being.
3. An employee should risk his future by remain
ing with the present company while it is in the midst
of a crisis so that he can help re-establish its
stability.
4. One should have a sense of identification with
the company.
5. A manager should set his goals of promotion in
the present company rather than moving from one firm
to the other.
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6 . One should sacrifice a promotion if that is
required by the circumstances in the company.
7. A successful career is one which is charac
terized by continuous promotion in one company.
Using the scalogram board technique, responses of
seventy lower management officials were scaled.

All items

were dichotomized with a one point weight assigned to each
favorable response and zero to the unfavorable reply.
It was assumed that work commitment falls upon a
continuum ranging from strong commitment to the organization
to the lack of it.

Thus, the managers whose responses to

the above items scored high were considered to have strong
commitment to the organization.

On the other hand, all

management personnel whose responses scored low were classi
fied as lacking commitment to the organization.

The latter

group was considered occupationally-oriented.
In the final trial of ranking, Items 2 and 1 were
rejected because the number of errors resulting from these
items was very high.
scale.

Only five items were retained in the

A coefficient of reproducibility of .90 was obtained.

The final order of the scale items was 1, 5, 6 , 3, and 4.
The scale is reproduced in Figure 2, Appendix II.

The

marginal frequencies of the retained items are shown in
Table V.

Respondents' scores ranged from zero to five. While
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only one respondent had a total score of zero, twenty-four
management personnel scored five points.

TABLE V
MARGINAL FREQUENCIES OF THE ITEMS OF THE
WORK COMMITMENT SCALE

I

t

e

m

*

1
5
6
3
4

Marginal Frequencies
__________Per Cent_______
Disagree
Agree
56
74
80
84
86

44
36
20
16
14

♦Items are listed according to their final order in
the scale.

Five scale types were established with respondents
ranging from 50 per cent in the first type (committed to the
organization) to seven per cent in the fifth type (committed
to the occupation).

The number of respondents in each type

is shown in Table VI.
The median tests were used to determine the extent to
which the rejected items differ significantly from the items
retained in the scale.

It was concluded that there were no

significant differences between them (see Table VII).
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TABLE VI
DISTRIBUTION OP LOWER MANAGEMENT OFFICIALS IN
THE WORK COMMITMENT SCALE TYPES
Perfect
Scale Type
1
I
II
III
IV
V
Total

X

Scale Items*
5
6
3
X
X

X
X

X
X

X

X
X

Number of
Respondents
4
X
X
X
X
X

35
16
7
7
5
70

*The symbol X designates agreement with the respec
tive item.

TABLE VII
VALUES OP TWO CHI-SQUARE TESTS TO DETERMINE DIFFERENCES
BETWEEN THE ITEMS INCLUDED IN THE WORK COMMITMENT
SCALE AND THE REJECTED ITEMS
Item

Chi-Square*

2
7
*None was significant at .05 level.

.06
1.53

X02
Several serious defects exist in the work commitment
scale.

First, the number of the items included in the scale

is relatively small.

Second, errors in the scale were dis

tributed in a gradient from around the cutting points.
Third, marginal frequencies of the items were not adequately
distributed.

Finally, the items themselves, as they appear

in the diagram, lean heavily toward the agreement side of
the scale.
Apart from these defects, the distribution of the
items seems to follow a logical order.

While 86 per cent of

the respondents agreed that one should identify with the
present company, only 50 per cent thought that they prefer
to stay in the present company over taking a job with higher
pay in a different corporation.

However, the respondents

did not mind risking their future in order to aid in re
establishing the corporation stability.

Almost 80 per cent

stated that they prefer remaining in their respective com
panies even though these companies had financial difficulties.
One possible explanation for this is lower management interest
in seniority and security which, as the literature points out,
are important factors in determining their career success.
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CONFORMITY TO THE EXPECTATIONS OF SUPERIORS

Conformity to the expectations of superiors was
measured by responses to the following items:
1. Lower management officials should be familiar
with the nature of the work of their superiors.
2. Lower managerial officials should be interested
in knowing their superiors' personal characteristics.
3. Foremen and supervisors should know their
superiors' views about their subordinates.
4. Lower management officials should be familiar
with their superiors' social interests.
5. Lower management officials should be familiar
with their superiors' economic interests.
6 . Lower management officials should be familiar
with their superiors' recreational interests.
7. Knowledge of the superiors' personal charac
teristics is an important asset for promotion.
8 . Adopting proper managerial behavior and outlook
enhances one's chances for promotion.
The assumption was made that a continuum of conformity
to the euqpectations of superiors could be identified.

Thus,

responses to the above items would fall upon a continuum from
strong conformity to the ideals of superiors to the lack of
it.
All responses were dichotomized.

Positive responses

were assigned one point each and negative responses were
given zero value.

Using the scalogram board technique it was
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found that the items can be scaledducibility of .91 was obtained.

A coefficient of repro

Errors, however, were not

randomly distributed; they formed a gradient around the
cutting points.

The items were judged to form a quasi-scale.

The final order of the items in the scale was as follows:
5, 4, 3, 2, 1, 7, and 8 .

6,

The scale is reproduced in Figure

3, Appendix I I .
Marginal frequencies of the eight items included in
the scale are shown in Table VIII.
ranged from zero to eight.

Respondents' scores

While only two lower management

officials scored zero, four such officials scored as high as
eight.

TABLE VIII
MARGINAL FREQUENCIES OF THE ITEMS OF CONFORMITY OF LOWER
MANAGEMENT OFFICIALS TO THE
EXPECTATIONS OF SUPERIORS

Item*

6
5
4
3
2

1
7

8

Marginal Frequencies
Per Cent
Disagree
Agree
21
26
31
47
50
54
73
91

79
74
69
53
50

45
27
9

♦Items are listed according to their final order in
the scale
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Seven scale types were established in the conformity
scale with respondents ranging from 21 per cent in the first
scale type (highly conformist) to 10 per cent in the seventh
scale (least conformist).

Table IX shows the number of

respondents in each scale type.

TABLE IX
DISTRIBUTION OF LOWER MANAGEMENT OFFICIALS IN
THE CONFORMITY SCALE TYPES
Perfect
Scale Type

Number of
Respondents

Scale Items*
8

4
I
II
III
IV
V
VI
VII
VIII
Total

X

X

X
X

X
X

X
X

X

X
X

X
X
X
X
X

X
X
X
X
X
X

X
X
X
X
X
X
X

15
3
12
7
11
15
7
70

*The symbol X designates agreement with the respective item.

The items of the conformity scale and the final order
of items of the scale have several characteristics that
deserve to be mentioned.
marized as follows:

These characteristics can be sum
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First, the three items relevant to the general inter
ests of the top management officials in social, economic,
and recreational areas followed each other in their ranking
order.

There were relatively small differences among the

marginal frequencies of these items.
Second, almost 55 per cent of the respondents ex
pressed interest in knowing the superior's opinion regarding
their subordinates' work performance and activities.

It

seems then that the respondents considered knowledge of the
superiors' views as an important factor in promotion.
Third, although half of the respondents showed inter
est in knowing their superiors' personal characteristics,
few of them considered that knowledge as an aseet for pro
motion .
Fourth, the majority of the respondents did not con
sider adopting managerial behavior and outlook a crucial
factor in promotion.

STATUS DIFFERENTIALS

Lower management officials' feelings concerning the
differences between their status in the organization and the
status of the rank-and-file workers were measured by
responses to the following questions:
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1. Did lower level officials consider workers
who are promoted to supervisors better qualified
workers than the average rank-and-file workers?
2. How would lower managerial officials compare
their income with the average rank-and-file workers?
3. How did lower managerial officials perceive
the differences in education between themselves and
the rank-and-file workers?
4. How did lower management officials look at
the differences between their responsibility and
that of the rank-and-file workers?
5. How did foremen and supervisors look at the
differences between their j o b ’s security and the
job security of the rank-and-file workers?
6 . Did lower management officials think that
their work's importance to the production process
was greater than that of the rank-and-file workers?
7. How did foremen and supervisors feel about
the differences between their job prestige and that
of the rank-and-file workers?
8 . How did lower level managers feel about the
effect^-df increases in workers' incomes on their
own income?
9. How did lower managerial officials feel about
the increase in workers' security on their own
security?
10. How did lower level managers feel about in
creases in prestige of the rank-and-file workers on
their own prestige?
The above items had different.numbers of response cate'
gories.

The first item had two polarized choices, items 3

through 7 had four answer categories ranging from increasing
to decreasing effects.

All items, however, were dichotomized
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when ranked.

Responses expressing positive effects were

weighted one point each, and responses indicating negative
effects were given zero.
Using the scalogram board technique, responses of
seventy lower level officials to the above items were ranked.
It was decided that items 8 , 9, and 10 must be rejected in
order to minimize the number of errors.

The remaining seven

items were judged to form a scale with a coefficient of
reproducibility of .91.
along the scale items.
follows:

Errors were distributed randomly
The final order of the items was as

2, 3, 5, 7, 6 , 4, and 1.

Three median tests were used to determine the extent
to which the rejected items differ from the retained items.
It was concluded that there were no significant differences
between the two categories.

Table X shows the results

of

these tests.

TABLE X
VALUES OP THREE CHI-SQUARE TESTS TO DETERMINE DIFFERENCES
BETWEEN THE RETAINED AND THE REJECTED ITEMS
OF STATUS DIFFERENTIALS SCALE
Item
8
9
10

Chi-Square*
2.04
.80
1.43

*None was significant at .05 level.
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Respondents1 scores in the above scale ranged from
zero to seven.

Only one respondent had a score of zero
\

while two respondents scored as high as seven.

Marginal

frequencies of the items included in the scale are shown in
Table XI.

TABLE XI
MARGINAL FREQUENCIES OF THE ITEMS INCLUDED IN
THE STATUS DIFFERENTIALS SCALE

Item*
2
3
5
7
6
4
1

Marginal Frequencies
Per Cent
Disagree
Agree
10
11
14
30
44
64
91

90
89
86
70
56
36
9

V

*Items are listed according to their final order in
the scale.

Seven scale types were established in this scale.
Respondents falling in each scale type ranged from six per
cent in the first type to 30 per cent in the seventh scale
type.

The scale is reproduced in Figure 4,

Appendix II.

Table XII shows the number of respondents in each scale type.
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TABLE XII
DISTRIBUTION OF LOWER MANAGEMENT OFFICIALS IN THE SCALE
TYPES SHOWING STATUS DIFFERENTIALS
Perfect
Number of
Scale T y p e __________Scale Items*__________ Respondents
1
3
4
2
5
7
6
I
II
III
IV
V
VI
VII
Total

X

X
X

X
X
X

X
X
X
X

X
X
X
X
X

X
X
X
X
X
X

X
X
X
X
X
X
X

4
3
2
11
15
13
22
70

*The symbol X designates agreement with the
respective item.

The status differentials scale has several character
istics that can be summarized in the following points:
1.

Lower management officials are aware of the income

differential between themselves and the rank-and-file worker.
They are also cognizant of the educational requirements of
management work.

Income and education were considered by the

majority of the respondents to be the most distinctive char
acteristics of first-line management position.
2.

Lower level managers considered security and

prestige of first-line management positions to be superior
to the rank-and-file workers.

Ill
3.

When asked to compare the importance of the work

they perform in the production process as a whole they rated
their work higher than the contribution of workers.

However,

they did not believe that their responsibility to the company
was greater than that of the rank-and-file workers.
4.

Lower management officials considered rank-and-

file workers who are promoted to management positions to have
superior personal characteristics than average rank-and-file
workers.

They did not consider that, however, to be of

importance in enhancing their status in the organization.

SUMMARY

The problem of measuring the dependent and independent
variables is examined in this chapter.

A scale of attitudes

of management toward unions was presented.

Another scale of

lower management feelings toward their status in the organi
zation was outlined.

Also, two quasi-scales were discussed,

the first measuring lower management officials' commitment to
the organization, and the second assessing conformity to the
expectations of superiors among foremen and supervisors.
Finally, an index measuring lower managerial aspiration was
discussed.

CHAPTER V
FINDINGS:

TESTING OF ASSOCIATIONS AMONG
THE MAIN VARIABLES

The main hypotheses of this study are tested in this
chapter.

Measurement instruments developed in the preceding

chapter are used for this purpose.

Several types of statis

tical tests dealing with significance of differences and
measures of association are employed in the testing.

ATTITUDES OF MANAGEMENT TOWARD LABOR UNIONS

A main focus of this study is attitudes of management
toward labor unions.

Two hypotheses are examined:

(1) lower

management officials have negative attitudes toward labor
unions; and (2 ) top management officials have moderately
negative attitudes toward labor unions.
A scale, consisting of responses of seventy lower
management officials and twenty top managerial personnel to
a set of seven items was devised to measure attitudes toward
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unions.^"

Seven scale types were identified.

For the purposes of testing, responses in these scale
types are classified into high, moderately high, moderately
low, and low categories, depending upon the scale type into
which the scores fall and the rank of the respondent.

Table

XIII shows the distribution of these categories.

TABLE XIII
CLASSIFICATION OF MANAGEMENT OFFICIALS BY
ATTITUDES TOWARD LABOR UNIONS
Negative
Attitudes
High
Moderately High
Moderately Low
Low
Total

Scale Type
VII, VI
V
IV, III
II, I

Rank

Number

90, 83.5
63.5
44.5, 33.5
18, 7, 1

13
28
26
23
90

The two hypotheses regarding management attitudes were
combined into one hypothesis:
Lower management officials have stronger negative
attitudes toward labor unions than top management
officials.
This hypothesis was tested by using the median test

^Details of techniques used in scaling and the items
included in the scales are presented in Chapter IV.
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to determine whether any significant difference existed
between the scores of lower and top management officials.
The findings, shown in Table XIV, indicate that the differ
ences were not statistically significant.

The hypothesis

that lower management officials have stronger negative
attitudes toward organized labor than top management p e r 
sonnel is rejected.

While this finding does not constitute

a test of the converse proposition that would have been
predicted by an attitude congruency model, such as that of
Dalton's, it does lend credence to such an approach and
highlights the need for such research in the future.

TABLE XIV
MANAGEMENT OFFICIALS CLASSIFIED BY SCORES ABOVE AND BELOW
THE MEDIAN IN THE SCALE OF ATTITUDES TOWARD LABOR UNIONS
Level of
Management
Lower Management
Officials
Top Management
Officials
Total

Above the
Median

Below the
Median

Total

34

36

70

11

9

20

45

P( *X_ = .047) > .05

‘

45

90
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ASSOCIATIONS BETWEEN CAREER ASPIRATIONS OF LOWER MANAGEMENT
AND ATTITUDES TOWARD LABOR UNIONS

It has been indicated in the preceding chapter that
two logically distinct types of career aspirations can be
identified among lower management officials:
1. Type one consists of officials who believe
in determined effort and devotion to the ideals of
success and who also aspire to move up to higher
positions. They are classified as the "upwardly
mobile."
2. Type two is composed of lower level offi
cials who believe in determined effort but
express no aspirations to move up to higher
positions.
Officials in this category are
designated "the terminals."
Having identified types of career aspirations, the
second main hypothesis of the study

2

can be restated as

follows:
Upwardly mobile management officials have
stronger negative attitudes toward labor
unions than the terminal lower level
officials.
The Mann-Whitney U test was used to examine the above
hypothesis.

Based on the results shown in Table.XV, it is

concluded that the differences between the attitudes of
upwardly mobile officials and terminals are not significant.
Thus, it would appear that while management officials can be

9

*The hypothesis is stated in Chapter I, p. 10.
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distinguished on the basis of their mobility aspirations,
their attitudes in this area do not determine their view of
labor unions.

The conclusion we are led to, then, is that

the model stressing a minimal amount of anti-labor attitudes
on the part of management officials is indeed plausible and
in need of explicit testing.

TABLE XV
RESULTS OP TESTS USED TO DETERMINE DIFFERENCES BETWEEN
ATTITUDES OF THE TERMINAL AND THE UPWARDLY
MOBILE OFFICIALS TOWARD LABOR UNIONS

Type of Test
Mann-Whitney U
Z

Test
Statistic
598.5
1.043

> .05

ASSOCIATIONS BETWEEN LOWER MANAGEMENT ATTITUDES
TOWARD LABOR UNIONS AND WORK COMMITMENT

A basic question raised in this study was related to
the relationship between work commitment and attitudes of
lower managerial officials toward labor unions.

The expected

relationship was put in the form of an hypothesis which states
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that lower management officials who are committed to the
organization have stronger negative attitudes toward labor
unions than officials who identify with a particular occupa
tion.
Work commitment was determined by responses to five
items.

A scale of work commitment was presented in the pre

ceding chapter.

For the purposes of testing, respondents in

that scale are classified into four categories:

high, moder

ately high, moderately low, and low depending on their scale
types and ranks. ' The number of each category is shown in
Table XVI.

TABLE XVI
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY
TYPES OF WORK COMMITMENT
Work
Commitment
High
Moderately High
Moderately Low
Low
Total

Scale Type

Rank

Number

V
IV
III
II, I

58.5
35.5
18.0
7, 2, 1

24
22
13
11
70

Attitudes scale types of lower management officials
are also grouped into four main categories:

high, moderately
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high, moderately low, and low.

The number of respondents in

each category is shown in Table XVII.

TABLE XVII
CLASSIFICATION OF LOWER MANAGEMENT OFFICIALS BY
ATTITUDES TOWARD LABOR UNIONS
Negative
Attitudes
High
Moderately High
Moderately Low
Low
Total

Scale Type
VII, VI
V
IV, III
II, I

Rank

Number

70, 65
49.5
33.5, 26.5
15.6, 6 , 1

10
22
18
20
70

In order to test the degree of association between
attitudes toward labor unions and work commitment, categories
on both attitude scales and work commitment are cross-classi
fied to obtain Table XVIII.
Measure of association was tested using Kendall's Tau.
The findings, shown in Table XVIII, indicate that the rela
tionship between attitudes of lower management toward labor
unions and work commitment is not significant.

The hypothesis

specifying the existence of association between these two
variables is rejected.
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TABLE XVIII
CLASSIFICATION OF LOWER MANAGEMENT OFFICIALS BY ATTITUDES
TOWARD LABOR UNIONS AND WORK COMMITMENT
Negative
Attitudes
Toward
Labor Unions
High
Moderately
High
Moderately
Low
Low
Total

Work Commitment
High

Total

Moderately
High

Moderately
Low

Low

2

3

2

3

10

8

7

5

2

22

6
8
24

4
6

5
3
15

3
3

18

20

11

70

T~ = -.12; P(Z

20
= -.148) > .05

The implication of this finding is important for the
existing theory of labor-management relations and deserves
brief comment.

Earlier, reference was made to Dalton's

findings regarding labor-management cooperation to accomplish
their mutual tasks.

Reference was also made earlier in this

study to the literature on the increasing importance of the
organization in the lives of its personnel.

The present

finding of the lack of relationship between commitment to the
organization and attitudes toward organized labor may be a
strong indication of the value organizations' place on inter
personal skills and "ability to get along with others."

It
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may be interpreted as an overriding concern in all managerial
relations, including relations with union officials.

Thus

Dalton's view of cooperation between management and labor
officials may be correct because it fits well with organiza
tion's emphasis on interpersonal skills.

ASSOCIATIONS BETWEEN LOWER MANAGEMENT CONFORMITY TO THE
EXPECTATIONS OF SUPERIORS AND ATTITUDES
TOWARD LABOR UNIONS

In defining the problem of this study, it was stated
that lower management officials tend to be sensitive to the
expectations of superiors.

These expectations are related

to matters of values and norms of behavior and attitudes
toward particular groups and organizations.
Based on this argument, it was hypothesized that
those officials who conform to top management ideals and
expectations are likely to express negative attitudes toward
unions.
Conformity to the superiors' expectations was deter
mined by responses to eight questions.

Techniques used in

scaling these questions and the main scale types were dis
cussed in the preceding chapter.

Of interest to this part

of the study is the classification of responses in these
scale types into four categories:

high, moderately high,
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moderately low, and low.

The bases for this classification

are related to the total score of each respondent and his ,
rank.

Table XIX shows the number of respondents in each

category.

TABLE XIX
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY DEGREE OF
CONFORMITY TO THE EXPECTATIONS OF SUPERIORS
Conformity
High
Moderately High
Moderately Low
Low
Total

Scale Type
VIII, VII
VI, V
IV, III
II, I

Rank
68.5, 65
58.5, 49.5
38, 24.5
12, 4, 1.5

Number
7
18
27
18
70

The above four categories and equivalent number of
categories in the attitude scale (shown in Table XVII) are
cross-classified.

Results are summarized in Table XX.

Kendall's Tau was used to test the significance of
relationship between attitudes of lower managerial officials
toward organized labor and conformity to the expectations of
top management.

The findings of the test indicate that the

relationship is not significant.

We are led to conclude that

degree of conformity to superiors' expectations is not
related to degree of anti-union sentiment.

Since size of
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organization can be expected to influence the accuracy of
lower managers1 perception of top management's views on
labor unions as well as other things, this finding is not
surprising.

It seems safe to conclude that the model of

lower managerial relations with labor union officials does
not hold for small organizations and that the model offered
by Dalton for organizations of the size dealt with here is
more plausible.

TABLE XX
CLASSIFICATION OF LOWER MANAGEMENT OFFICIALS BY ATTITUDES
TOWARD LABOR UNIONS AND CONFORMITY TO THE
EXPECTATIONS OF SUPERIORS
Negative
Attitudes
Toward Labor
Unions

Conformity to the Expectations
of Superiors
Moderately
High
Moderately
High
Low

Total
Low

High
Moderately
High
Moderately
Low

1

3

3

3

10

3

7

7

5

22

2

5

8

3

18

Low

1

3

9

7

20

7

18

27

18

70

Total

•Y = -069; P(Z = .86) > .05.
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ASSOCIATIONS BETWEEN LOWER MANAGEMENT AWARENESS OP BEING
CLOSE IN STATUS TO THE RANK-AND-FILE AND ATTITUDES
TOWARD LABOR UNIONS
A further question raised in delineating the problem
was whether there was any relationship between management's
awareness of status differential and attitudes toward outside
groups and organizations.

It was hypothesized that lower

management awareness of being close in status to the rankand-file affect their attitudes toward labor unions.

The

effects, it was stated, tend to produce negative attitudes
on the part of lower level managers toward labor unions.
In the preceding chapter a scale of status awareness
was outlined.

It was possible to identify seven scale types.

Percentages of respondents in each scale type were stated and
the marginal frequencies of each item were specified.
For the purpose of testing, respondents in these
scale types are classified into four categories:
ately high, moderately low, and low.

high, moder

These categories were

established according to the respondent's score and rank.
Results are shown in Table XXI.
Status awareness categories are cross-classified with
the equivalent categories in the attitude scale in order to
show the possible number of associations among them.
are summarized in Table XXII.

Results
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TABLE XXI
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY
DEGREES OF STATUS AWARENESS
Status
Awareness

Scale Type

Rank

VI, V
IV, III
II
I

High
Moderately High
Moderately Low
Low
Total

Total

69.5, 64.5
55, 44
28.5
10, 1

10
22
20
18
70

TABLE XXII
CLASSIFICATION OF LOWER MANAGEMENT OFFICIALS BY ATTITUDES
TOWARD LABOR UNIONS AND STATUS AWARENESS
Negative
Attitudes
Toward Labor
Unions

Status Awareness
Total
High

Moderately
High

Moderately
Low

Low

High
Moderately
High
Moderately
Low

1

5

2

2

10

3

4

11

4

22

3

6

2

7

18

Low

3

8

4

5

20

10

23

19

18

70

Total

- T = -.020; P(Z = -.25) > .05.
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Kendall's Tau was used to determine the degree of
association between status awareness and attitudes of lower
management officials.

Results of the test indicate that the

association is not significant.

The hypothesis that lower

management officials who are aware of their status being
close to the rank-and-file tend to have negative attitudes
toward labor unions is rejected.

Again the suggestion is

that contact with workers does not create the fear on the
part of the managers that organized labor will reduce the
status differential that separate them from the laborers.
This may be due to a variety of factors such as the fact
that organized labor is felt to be incapable of threatening
a manager's position in the plant or the emphasis on getting
along well with the workers may be stressed as important for
lower level managers.

In any case, it would seem desirable

to test this relationship using a theoretical model which
predicts this kind of cooperation rather than one, such as
the one under consideration, which predicts status threaten
ing and associated anti-union feeling.

SUMMARY

The findings of tests of association among the varia
bles of attitudes toward labor unions, career aspirations,
work commitment, conformity to the expectations of superiors,
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and awareness of status differential are reported in this
chapter.
Tests of association between attitudes and each of
the variables specified above are considered separately.

It

is concluded that:
1.

There is no difference between attitudes of lower

managerial officials and those of top management officials
toward organized labor.

The lack of difference indicates

the need for testing the alternative theory.
2.

Attitudes of upwardly mobile managerial officials

toward labor unions do not diverge from those of the offi
cials who terminated their career aspirations.
3.

Commitment to the organization is not related to

attitudes toward organized labor.

It is suggested that the

lack of relationship between these two variables may be
interpreted as an indication of the value the organization
places on interpersonal skill and ability to "get along with
others."
4.

The degree of conformity to the ideals of top

management does not associate with anti-union sentiment.
Dalton's model regarding the relationship between these vari
ables m a y lbe more plausible.
5.

The association between awareness on the part of

management officials of status differential and attitudes
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toward labor unions is lacking.

This may be attributed to a

variety of reasons such as management's emphasis on inter
personal skill or absence of real threats on the part of
workers to the management1s positions.
Results of the tests used to examine the degree of
association among these variables are summarized in Table
XXIII.

TABLE XXIII
SUMMARY OF TESTS MEASURING DEGREES OF ASSOCIATION
AMONG THE VARIABLES OF THE STUDY
Variables
Related

Test
Statistic

Top Management Atti
tude s-Lower Manage
ment Attitudes
Median Test
Lower Management
Aspiration-Lower
Management Atti
tudes
Mann-Whitney U
Lower Management
Work CommitmentLower Management
Attitudes
Kendall's Tau
Lower Management
Conformity to the
Expectations of
SuperiorsKendall's Tau
Lower Management
Attitudes
Lower Management
Status AwarenessKendall's Tau
Lower Management
Attitudes

Value

xf = *0^7
'i/,

> .05

= 598.5

^

= 1.043

> .05

Y

= -.12

SL

= -1.48

> .05

~T*
55

= .069
- .86

> .05

Y
jz,

- -.020
= -.25

> .05

CHAPTER VI
FINDINGS:

TESTING OF ASSOCIATIONS BETWEEN THE VARIABLES

OF THE STUDY AND SELECTED SOCIAL CHARACTERISTICS
In this chapter are reported the results of tests of
a number of hypotheses dealing with relationships between
the main variables of the study and selected social char
acteristics.

These social characteristics are age, educa

tional background, position held by the respondent in the
corporation and membership in voluntary organizations pro
moted by top management.

The theoretical implications of

these tests are discussed in Chapter VII.

ASSOCIATION BETWEEN ATTITUDES TOWARD LABOR
UNIONS AND SOME SOCIAL CHARACTERISTICS

Attitudes Toward Labor Unions and Age
It was indicated in Chapter II that lower management
officials in the early stages of careers tend to be sensi
tive to the expectations they attribute to their superiors.
It was suggested that because of this sensitivity and
the lack of knowledge about the actual position of top

128

129
management on labor problems, lower management officials may
express negative attitudes toward labor unions.
In Chapter V the above hypothesis was rejected.

Here

we are concerned with testing the difference between the rela
tively young officials and older personnel regarding their
attitudes toward labor unions.

It is hypothesized that young

lower level officials, because of their aspirations of upward
mobility and the structure within which this occurs, are more
likely to express stronger anti-union attitudes than older
officials.
To test this hypothesis the data on attitudes toward
organized labor and age are cross-tabulated (Table XXIV).

TABLE XXIV
LOWER MANAGEMENT OFFICIALS CLASSIFIED B Y AGE
AND ATTITUDES TOWARD LABOR UNIONS

Age

Attitudes Toward Labor Unions
■■■
-■
—
High Negative
Low Negative

. ,
Total

35 Years and Below

8

9

17

50 Years and Above

8

11

19

16

20

36

Total
0 = .157; P

.013) > .05
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Results of tests of significance and association^
indicate that the over-all relationship between age and anti
labor attitude is not significant.

The hypothesis specifying

the existence of association between these variables is re
jected.

We are led to conclude that age differential does

not associate with anti-unionism among lower level industrial
management officials.

Educational Background and Attitudes
Toward Labor Unions
It is hypothesized that lower management officials
with low levels of educational achievement are more likely
to have negative attitudes toward labor unions than manage
ment personnel with relatively high levels of education.

^The following principles guided the choice between
the Phi coefficient and Yule's Q to test the degree of asso
ciation:
(1) When the marginal sets were very unlike, Q was
used in order to salvage whatever one-way asso
ciation appeared.
(2) When marginal sets were approximately alike, 0
was used in order to test the presence of twoway association.
(3) When 0 was low for any reason, Q was used.
These principles were taken from John H. Mueller and Karl P.
Schuessler, Statistical Reasoning in Sociology (Boston:
Houghton Mifflin Co., 1961), p. 258.
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To test this hypothesis, lower management respondents
are cross-classified by attitudes toward labor unions and
educational achievement as shown in Table XXV.

TABLE XXV
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY LEVEL OF EDUCATIONAL
ACHIEVEMENT AND ATTITUDES TOWARD LABOR UNIONS
Level of
Education

Attitudes Toward Labor Unions
Low Negative
High Negative

Total

High School or
Lower

20

21

41

Some College Edu
cation or Higher

12

17

29

Total

32

38

70

Q = .069;

.003) > .05.

Results of tests of significance and association show
that the relationship between years of schooling and atti
tudes toward organized labor is not significant.

We conclude

that level of educational achievement is not related to the
degree of anti-unionism.

That is, attitudes of both highly

educated officials and those of the managerial personnel who
completed a few years of schooling are not significantly
different.
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Position Held in the Corporation and
Attitudes Toward Labor Unions
The desire to enhance any differences that might exist
between the positions of managerial personnel and those of
rank-and-file workers may lead lower managers to express
strong anti-union sentiments.

Thus it is predicted that the

lower the position held by the management official the more
likely is he to have negative attitudes toward labor unions.
To test this hypothesis respondents are cross-classi
fied by position held in the corporation and anti-union
attitudes.

Results are summarized in Table XXVI.

TABLE XXVI
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY POSITION HELD IN
THE CORPORATION AND ATTITUDES TOWARD LABOR UNIONS

Position
First-Line Foremen and
General Foremen
Supervisors and Minor
Departments Heads
Total

Attitudes Toward Labor Unions
High
Low
Negative
Negative

Total

23

27

50

9

11

20

32

38

70

Q = .020; P ( ^ = .035) > .05.
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Tests of significance and association reveal that the
relationship between attitudes toward labor unions and the
position occupied by the respondent is not significant.
above hypothesis was not confirmed.

The

It is thus concluded

that anti-union attitudes among lower managerial officials
who occupy the lowest positions in management hierarchy are
not stronger than those of the officials who hold higher
positions in the organization.

It is suggested that absence

of significant difference between these two categories may
be due to lack of status threat from workers or absence of
feeling of status differential among managers.

Membership in Clubs and Organizations
and Attitudes Toward Labor Unions
Does membership in clubs and organizations sponsored
by top management officials influence lower management per
sonnel 's attitudes toward labor unions?

To answer this

question the following hypothesis is advanced:

lower manage

ment officials who belong to clubs and organizations promoted
by top management are more likely to have negative attitudes
toward labor unions than non-members.

The assumption is that

lower level officials' membership in voluntary organizations
promoted by top management is a means to show interest in
adopting the ideals of superiors and purposive action to
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further chances of advancement in the corporation.
As shown in Table XXVII, results of tests of signifi
cance and association used to determine the extent of the
relationship between attitudes toward labor unions and member
ship in voluntary organizations indicate that the association
is not significant.
jected.

The hypothesis specified above is re

Thus it would appear that anti-union attitudes among

managerial officials, members of clubs and organizations pro
moted by their superiors are not stronger than those of non
member officials.

TABLE XXVII
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY MEMBERSHIP IN
MANAGEMENT-PROMOTED CLUBS AND ORGANIZATIONS AND
ATTITUDES TOWARD LABOR UNIONS

Membership
Members
Non-Members
Total

Attitudes Toward Labor Unions
High
Low
Negative
Negative
24
8
32

Q = -.28? P(>:3'= .31} > .05.

32
6
38

Total
56
14
70
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ASSOCIATIONS BETWEEN CAREER ASPIRATIONS AND
SOME SOCIAL CHARACTERISTICS

In Chapter IV two types of aspirations among lower
management officials were identified:
1. Type one consists of lower management offi
cials who are satisfied with the positions they
have achieved in the corporation (the terminals).
2. Type two includes lower management officials
who express aspirations to move up to higher posi
tions in the corporation (upwardly mobile).
Several hypotheses related to association between
types of aspiration, age, education, position held in the
corporation and membership in clubs and organizations will
be tested in this section.

Career Aspirations and Age
It is hypothesized that younger lower management offi
cials are likely to have the highest career aspirations and
express a desire to move up to higher positions.

To test

this hypothesis a double classification of respondents
according to age and type of aspiration is prepared (Table
XXVIII) .
Using tests of significance and association, it is
found that the relationship between age and type of aspira
tion is not significant.

The hypothesis specifying the

existence of association between these two variables is
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rejected.

It is concluded that career aspirations of up

wardly mobile young officials are not significantly different
from those of the older officials who express low level of
aspirations.

It is suggested that lack of differences in

career aspirations between these two age categories may be
due to the size of the plants included in the study.

Com

pared to the very large plants in this country, these corpo
rations offer fewer opportunities for promotion.

TABLE XXVIII
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY AGE
AND TYPE OF ASPIRATION

Age

Type of Aspiration
Terminal
Upwardly Mobile

35 Years and Below
50 Years and Above
Total
0 = .036; P ( X ^ =

10
10
20

6
7
13

Total
16
17
33

.019) > .05.

Career Aspirations and Educational Background
The relationship between career aspirations and educa
tional background is explored.

It is predicted that type of

career aspirations is related to level of education:

the

higher the educational achievement the more likely is the
official classified as upwardly mobile.

The assumption is
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that higher educational achievement is an instrumental asset
for promotion in modern industrial organization.
As shown in Table XXIX, results of tests used to
determine the degree of association indicate that the rela
tionship between type of aspiration and educational level is
not significant.

Thus, it is concluded that career aspira

tions of managerial officials who achieved higher educational
level are not significantly different than those of less
educated personnel.

TABLE XXIX
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY EDUCATIONAL
LEVEL AND CAREER ASPIRATIONS
„
Level of Educatxon

Type of Aspxratxon
— -- ""T'.V
Termxnal
Upwardly Mobxle

—---- r*— ----

Total

High School or Lower

22

15

37

Some College Education
or Higher

15

13

28

Total

37

28

65

0 = .059; P(>Ca = -054) > .05.
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Career Aspirations and Position
Held in the Corporation
The relationship between type of career aspirations
and position held in the corporation is also explored.

The

hypothesis is that among lower level officials the managers
who occupy positions close to those of rank-and-file workers
are more desirous to move upward.

The hypothesis is based on

an assumption stated in Chapter I that lower managerial offi
cials who were recently promoted from the ranks of workers
tend to be anxious to enhance the differences between their
positions and those of the rank-and-file and show a strong
desire to move upward to higher positions.
To provide a tentative answer to this hypothesis, the
data on positions held in the organization and career aspira
tions are cross-tabulated (Table X X X ) .

No significant

association is noted between these two variables.

We are led

to conclude that managerial officials who occupy the lowest
positions in management hierarchy do not have essentially dif
ferent career aspirations than those of the supervisors and
minor department heads.
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TABLE XXX
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY POSITION HELD IN
THE CORPORATION AND CAREER ASPIRATIONS
Type of Aspiration
Position

Total

Terminal

Upwardly Mobile

First-Line Foremen and
General Foremen

24

23

47

Supervisors and Minor
Departments Heads

13

5

18

Total

37

28

65

0 = -.31; P {X.*= .43) > .05.

Career Aspirations and Membership
in Clubs and Organizations
A further question raised in this section is whether
career aspirations of lower management officials are asso
ciated with membership in clubs and organizations promoted
by top management.

It is hypothesized that lower level

managers who are members of voluntary organizations sponsored
by top officials tend to have higher career aspirations than
non-member officials.
The data relevant to this hypothesis are cross-tabu
lated in Table XXXI.

Tests of significance and association

reveal that the relationship between the variables of
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aspiration and membership in voluntary organization is not
*

significant.

It may be concluded, then, that members of

voluntary organizations and non-member officials do not have
essentially different career aspirations.

TABLE XXXI
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY MEMBERSHIP IN
MANAGEMENT-PROMOTED CLUBS AND ORGANIZATIONS
AND CAREER ASPIRATIONS
Type of Aspiration
Membership
Members
Non-Members
Total

Terminal

Upwardly Mobile

26
10
36

24
5
29

Total
50
15
65

Q = -.30; P(3£*« .006) > .05.

ASSOCIATIONS BETWEEN WORK COMMITMENT AND
SOME SOCIAL CHARACTERISTICS

This section consists of reporting the results of
tests of associations between type of work commitment and
respondents' age, educational background, position held in
the corporation and membership in clubs and organizations.
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Work Commitment and Age
It is hypothesized that young management officials
tend to be committed to the occupation rather than to the
organization.

To test this hypothesis the data on age and

work commitment are cross-classified in Table XXXII.

TABLE XXXII
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY TYPE
OF WORK COMMITMENT AND AGE
Commitment to the Organization
------- — — T---------- ;--------High
Low

Age
35 Years and
50 Years and
Total

Below
Above

0 = -.39;

.05 >

5
13
18

12
6
18

_
Total
17
19
36

4.012) > .02.

Using tests of significance and association, the rela
tionship between the variables of age and work commitment is
found to be significant.
confirmed.

Therefore, the above hypothesis is

It would appear that young managerial officials

perceive future advancement to be connected with furthering
their occupational skill and knowledge.

On the other hand,

older officials are committed to the organization which
provides them with security and prestige.
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Work Commitment and Educational Level
It is assumed that low educational level may consti
tute a serious obstacle in achieving higher positions in the
present organization and may hinder movement of the employee
to a better position in another organization.

Thus while

less educated officials tend to remain longer in the present
corporation, highly educated employees can move with relative
ease to another corporation.
On the basis of this assumption it is predicted that
managerial officials with low levels of educational achieve
ment have a stronger commitment to the organization.

As

shown in Table XXXIII, results of tests of significance and
association show that the relationship between educational
level and work commitment is significant.

The hypothesis

specifying the association between these variables is con
firmed.

It would appear that strength of commitment of

industrial managers depends on their educational background.
That is, the lower the educational level, the more likely
the official is committed to his present employer and thus
probably perceives his career in terms of promotion in his
present company.
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TABLE XXXIII
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY TYPE OF WORK
COMMITMENT AND LEVEL OF EDUCATION
Commitment to the Organization
Educational Level

High

Low

Total

High School or Lower

31

10

41

Some College Education
or Higher

13

16

29

Total

44

26

70

0 = .31; .02 > P(%'*= 5.64) > .01.

Work Commitment and Position Held
in the Corporation
It is assumed that job security and other economic
benefits are instrumental in strengthening foremen's commit
ment to the present corporation.

Thus it ,is hypothesized

that the lower the position the more likely the officials
express

strong

commitment to the organization.

To test this hypothesis the data relevant to type of
work commitment and position held in the corporation are
cross-tabulated.

Results are shown in Table XXXIV.

Tests of significance and association indicate that
the relationship between commitment and position is not
nificant.

The hypothesis is rejected.

sig

It is concluded that
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strength of commitment of officials who occupy the lowest
positions in management hierarchy does not differ from those
of supervisors and minor departments heads.

TABLE XXXIV
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY TYPE OF WORK
COMMITMENT AND POSITION HELD IN CORPORATIONS
Commitment to the Organization
Jr'OSlUXOn

High

Low

Total

First-Line Foremen and
General Foremen

30

18

48

Supervisors and Minor
Departments Heads

14

8

22

Total

44

26

70

Q = .024; P ( X * =

-003) > .05.

Work Commitment and Membership
in Clubs and Organizations
We question in this section whether there is a signifi
cant association in the relative occurrences of type of work
commitment and menfoership in voluntary organizations promoted
by top officials.

The data relating to these two variables

are cross-tabulated in Table XXXV:

TABLE X X X V
LOWER MANAGEMENT OFFICIALS CLASSIFIED B Y TYPE OF WORK
COMMITMENT AND MEMBERSHIP IN CLUBS AND
ORGANIZATIONS PROMOTED BY
TOP OFFICIALS
Commitment to the Organization
Membership
Members

High
35

Low

Total

21

Non-Members

14
44

Total

Q m -.036; P ( X > =

56

26

70

*034) > .05.

Tests of significance and association show that the
relationship between these two variables is not significant.
We conclude that membership in organizations promoted by top
officials does not associate with commitment to the organiza
tion.

The implication is that b o t h member and non-member

lower level officials d o not have essentially different types
of work commitment.

ASSOCIATIONS BETWEEN CONFORMITY TO THE EXPECTATIONS OF
SUPERIORS AND SOME SOCIAL CHARACTERISTICS

A principle focus of this study is the extent to which
lower managerial officials conform to the real or imputed
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expectations of superiors.

A scale of conformity to the

expectations of superiors was presented in Chapter IV.

Here

attempts are made to assess the degrees of association between
lower managerial personnel's conformity to the expectations
of top management and age, educational level, position held
in the corporation and membership in clubs and organizations.

Conformity to the Ideals of Superiors and Age
Is conformity to the ideals of superiors correlated
with certain age levels?

To answer this question, the follow

ing hypothesis is developed:

there is a significant differ

ence in the relative occurrence of conformity among different
age categories.

Table XXXVI shows categories of age and con

formity cross-classified.

TABLE XXXVI
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY CONFORMITY TO
THE EXPECTATIONS OF SUPERIORS AND AGE

Age

Conformity to the
Expectations <of Superiors
High

Total

Low

35 Years and Below

6

11

17

50 Years and Above

9

10

19

15

21

36

Total

Q = -.207; P(Xa'= *080) > .05.
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The results indicate that the relationship between
the above variables is not significant.

The hypothesis that

there is significant association between degree of conformity
and age is rejected.

It may then be concluded that the

degree of conformity of young officials to the ideals of
superiors does not differ from that of older managers.

Conformity to the Ideals of Superiors
and Educational Achievement
It is hypothesized that conformity to the expectations
of top management varies with the level of educational
achievement.

That is, the lower the level of education of

management officials, the more likely are they to conform to
the expectations of superiors.
To test the above hypothesis the data on lower manage
ment conformity to the expectations of superiors are cross
classified with educational achievement as shown in Table
XXXVII.
Tests used to determine the degree of relationship
between variables indicated above show that the relationship
between them is not significant.

The hypothesis that the

occurrence of conformity associates with low level of educa
tion is not confirmed.

Thus, it is concluded that the degree

of conformity of managerial officials with low level of
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educational achievement does not differ from that of highly
educated managers.

TABLE XXXVII
LOWER MANAGEMENT OFFICIALS CLASSIFIED B Y DEGREES OF
CONFORMITY TO THE EXPECTATIONS OF SUPERIORS
AND EDUCATIONAL ACHIEVEMENT

Level of Education

Conformity to the
Expectations of Superiors

Total

Low

High
High School or Lower

14

27

41

Some College Education
or Higher

12

17

29

Total

26

44

70

Q = .153; P ( ^ =

.133) > .05.

Conformity to the Expectations of Superiors
and Position Held in the Corporation
It is also hypothesized that lower management offi
cials who occupy positions close to those of the rank-and-file
workers are likely to exhibit a higher degree of conformity
to the expectations of superiors.

To tetet this hypothesis

the data on conformity and positions held in the corporation
are cross-classified in Table X3QCVIII.
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TABLE XXXVIII
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY DEGREES OF
CONFORMITY TO THE EXPECTATIONS OF SUPERIORS
AND POSITIONS HELD IN THE CORPORATION
Conformity to the
Expectations of Superiors

Position

High
First-Line Foremen and
General Foremen
Supervisors and Minor
Departments Heads
Total

Total

Low

22

25

47

5

18

23

27

43

70

Q = .52; .10 > P ( X 1= 3.106) > .05.

Tests of significance and association used to test the
above hypothesis indicate that the relationship between con
formity to the expectations of top management and positions
held in the corporation is not significant.
is rejected.

The hypothesis

Note, however, that most supervisors and minor

departments heads expressed low level of conformity.
80 per cent of them are classified low in conformity.

Almost
On

the other hand, the majority of foremen shows higher level
of conformity.

Thus, although the difference between the

two categories is not statistically significant,

the tendency

toward association between conformity and position is some-
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what clear.

The value of Yule's Q shows that there is a

strong association between these two variables.

Conformity to the Expectations of Superiors
and Membership in Clubs and Organizations
It is assumed that among lower level officials, belong
ing to voluntary organizations is related to the general
behavior of conforming to the expectations of superiors. Thus,
it is hypothesized that lower level managers who are members
in clubs and organizations promoted by top officials are more
likely to have strong conformity to the expectations of
superiors.
The data relevant to membership in organizations and
conformity are cross-tabulated in Table XXXIX.

Tests of

significance and association indicate that the expected rela
tionship is not significant.

We conclude that the strength

of conformity of lower level officials to the expectations
of top management is not influenced by membership in voluntary
organizations.
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TABLE XXXIX
LOWER MANAGEMENT OFFICIALS CLASSIFIED BY CONFORMITY TO THE
EXPECTATIONS OF TOP MANAGEMENT AND MEMBERSHIP IN
CLUBS AND ORGANIZATIONS PROMOTED
BY TOP MANAGEMENT
Conformity to the
Expectations of Superiors

Membership

High
Members
Non-Members
Total
Q = .038; P(‘

Total

Low

21

35

56

5

9

14

26

44

70

= .034) > .05.

ASSOCIATIONS BETWEEN AWARENESS OF STATUS DIFFERENTIAL
AND SOME SOCIAL CHARACTERISTICS

In this section attention is focused upon the extent
to which management awareness of status differential is
related to age, level of education, position occupied in the
corporation and membership in clubs and organizations.

Awareness of Status Differential and Age
Does awareness of status differential among lower
level officials vary from one age group to another?

To pro

vide a tentative answer to this question, the following
prediction is advanced:

young lower management officials,
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anxious to elevate their status, are more aware of status
differential than older managers.
Data related to the variables of age and awareness
are cross-tabulated in Table XL.

Tests used to determine

the degree of relationship between these variables indicate
that the association is not significant.

It is concluded

that age does not associate with degree of awareness of
status differential among lower level managers.

TABLE XL
CLASSIFICATION OF LOWER MANAGEMENT OFFICIALS BY
AWARENESS OF STATUS DIFFERENTIAL AND AGE

Age

Awareness of
Status Differential
High

Total

Low

35 Years and Below

7

10

17

50 Years and Above

9

10

19

16

20

36

Total
Q = .12? P(

= .0013) > .05.

Awareness of Status Differential
and Educational Level
It is hypothesized that lower management officials with
a low level of education are likely to be more aware of the
status differential between their positions in the corporation
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and those of the rank-and-file workers than management per
sonnel who have achieved higher levels of education.
To test this hypothesis the data on lower managers'
awareness of status differential and education are cross
tabulated.

Results are summarized in Table XLI.

TABLE LXI
CLASSIFICATION OF LOWER MANAGEMENT OFFICIALS BY AWARENESS
OF STATUS DIFFERENTIAL AND EDUCATIONAL ACHIEVEMENT
3B B ^ i..iL .L .i.iB 3 5 ^ « m a 8 8

Level of Education

High
High School

r r r t. i i i i rn

r i r'a e c n c ^ a a a a s

Awareness of
Status Differential

or Lower

Total

Low

18

23

41

Some College Education
or Higher

14

15

29

Total

32

38

70

0 = -.043;P(

- .021) > .05.

Tests of significance and association indicate that
the relationship between the above variables is not sig
nificant.

The hypothesis relevant to the existence of

association between awareness of status differential and edu
cational level is rejected.

It would appear that awareness

of status differential on the part of highly educated lower
managers does not differ from that of less educated lower
level personnel.
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Awareness of Status Differential and
Position Held in the Corporation
It is also hypothesized that first-line foremen and
general foremen, because of their desire to enhance whatever
differences might exist between their positions and those of
the rank-and-file workers are more likely to be aware of
status differential than supervisors and minor departments
heads.

Table XLII provides the data relevant to test this

hypothesis.

TABLE XLII
CLASSIFICATION OF LOWER MANAGEMENT OFFICIALS BY AWARENESS
OF STATUS DIFFERENTIAL AND POSITIONS HELD
IN THE CORPORATION

Position

Awareness of
Status Differential
High
Low

Total

First-Line Foremen and
General Foremen

20

28

48

Supervisors and Minor
Departments Heads

12

10

22

Total

32

38

70
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Results of tests used to determine the degree of rela
tionship between the variables of the hypothesis provide
evidence for asserting that the degree of status differential
awareness among managerial officials who occupy the lowest
positions in management hierarchy do not differ from that
among supervisors and minor departments heads.

Awareness of Status Differential and
Membership in Clubs and Organizations
The final hypothesis to be tested in this section is
related to lower management officials' awareness of their
status in the corporation and membership in clubs and organi
zations promoted by top management.

It is hypothesized that

members of clubs and organizations sponsored by the superiors
in the corporation are likely to be aware of the status dif
ferential between their positions and those of the rank-andfile workers.

The data relevant to this hypothesis are sum

marized in Table XLIII.
Tests of significance and association indicate that
membership in voluntary organizations is not related to aware
ness of status differential.

It is thus concluded that lower

management officials, members of voluntary organizations
sponsored by top managers, do not essentially have higher
level of status differential awareness than non-member
officials.
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TABLE XLIII
CLASSIFICATION OF LOWER MANAGEMENT OFFICIALS BY AWARENESS
OF STATUS DIFFERENTIAL AND MEMBERSHIP IN CLUBS AND
ORGANIZATIONS PROMOTED BY TOP MANAGEMENT
Awareness of
Status Differential

Membership

Total

_______________________________ High________ Low_________________
Members
Non-Members
Total
<t> = -.042? P(

25

31

56

7

7

14

32

38

70

= .0035) > .05.

SUMMARY

In this chapter inquiry is made into the relationships
between the variables of the study and social characteristics
of the respondents.

Tests of significance (Chi-Square) are

used to determine the extent to which one category of respond
ent differs significantly from the other category.

Measures

of association (Phi Coefficient and Yule's Q) are employed to
test degrees of relationship between the variables and the
social characteristics.
in Table XLIV.

Results of these tests are summarized
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TABLE XLIV
SUMMARY OP RESULTS OF TESTS OF SIGNIFICANCE AND ASSOCIATION
MEASURING RELATIONSHIPS BETWEEN THE VARIABLES OF THE
STUDY AND SELECTED SOCIAL CHARACTERISTICS
Variables
Related

Test
Statistic

Value

P

AgeAttitude

Chi-Square
Phi Coefficient

.013
.157

> .05

EducationAttitude

Chi-Square
Y u l e 's Q

.003
.069

> .05

PositionAttitude

Chi-Square
Y u l e 's Q

.035 —
.020

> .05

MembershipAttitude

Chi-Square
Yule's Q

AgeAspiration

Chi-Square
Phi Coefficient

.019
.036

> .05

EducationAspiration

Chi-Square
Phi Coefficient

.054
.059

> .05

PositionAspiration

Chi-Square
Phi Coefficient

.430
- .310

> .05

MembershipAspiration

Chi-Square
Y u l e 's Q

.006
- .30

> .05

AgeCommitment

Chi-Square
Phi Coefficient

4.012
- .390

< .05

EducationCoitunitment

Chi-Square
Phi Coefficient

5.640
.310

< .05

.31
- .28

> .05
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TABLE XLIV (CONTINUED)
Variables
Related

Test
Statistic

Value

P

PositionCommitment

Chi-Square
Yule's Q

.003
.024

> .05

MembershipCommitment

Chi-Square
Yule 1s Q

.034
- .038

> .05

AgeCon formity

Chi-Square
Y u l e 's Q

.080
- .207

> .05

EducationCon formity

Chi-Square
Y u l e 's Q

.133
.153

> .05

PositionCon formity

Chi-Square
Yule 1s Q

3.106
.52

> .05

MembershipConformity

Chi-Square
Yule 1s Q

.034
.038

> .05

Age-Status
Differential

Chi-Square
Yule's Q

.001
.12

> .05

Education-Status
Differential

Chi-Square
Phi Coefficient

.021
- .043

> .05

Position-Status
Differential

Chi-Square
Phi Coefficient

.556
- .12

> .05

MembershipStatus
Differential

Chi-Square
Phi Coefficient

.003
- .042

> .05

01
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The theoretical implications of these tests can be
summarized as follows:
1.

Negative attitudes toward labor unions are not in

fluenced by the social characteristics tested in this study.
2.

Although lower managerial officials adopt differ

ent levels of career aspirations, their aspirations do not
seem to be. affected by age, education, position or membership
in voluntary organizations promoted by their superiors.
3.

Lower managerial commitment to the organization

is related to both age and educational achievement:

the

older and less educated the official, the stronger is the
commitment to the organization.

On the other hand, neither

the position occupied by the official nor membership in
voluntary organizations affect the degree of work commitment.
4.

There is a strong "tendency" toward association

between the position held by the lower level official and
degree of conformity to the expectations of superiors even
though the difference between the two extreme categories of
positions within lower management hierarchy is not statisti
cally significant.

On the other hand, conformity is not

related to either age, education or membership in voluntary
organizations promoted by top officials.
5.

Finally, none of the social characteristics in

cluded in this study affect the degree of status differential
awareness among lower managers.

CHAPTER VII

SUMMARY AND CONCLUSIONS

Four
1.

topics are discussed in this chapter:
A summary of the problem of the study, the hypoth

eses and the methodological procedures.
2.

A brief discussion of the major findings of the

3.

A critical appraisal of the findings of the study

study.

and some implications for further research.
4.

Theoretical implications of the findings of the

study.

SUMMARY

This study is a consideration of the effects of organi
zation on patterns of attitudes and feelings of personnel.
Specifically, it deals with the extent to which work in indus
trial corporations affects the attitudes of management offi
cials toward labor unions.
Several major hypotheses guided the study:

two hypoth

eses considered the attitude differentials of lower and top
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management officials and four hypotheses explored the
associations between attitudes and career aspirations, work
commitment, conformity to the expectations of superiors, and
feelings of status differentials.

In addition, associations

between the variables of the study and age, educational level,
position held in the corporation, and membership in clubs and
organizations were examined.
A survey of the literature relevant to the hypotheses
disclosed that most of the research has dealt with the impact
of organization on attitudes of management toward their jobs,
status differentials, and relationships among management
levels.

Few studies have treated the relationships between

work in organizational setting and attitudes toward labor
unions.

The reviewed literature served, however, as a basis

for developing the items used to measure the variables of the
study.
The data were gathered from management officials in
five industrial corporations located in an administrativeindustrial center in the Southern United States.

The size

of the individual corporations and the main products produced
vary from one plant to another.

The major operation of all

plants can be classified as refining bulk raw material.
Interview guides containing questions designed to
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measure the variables of the study were prepared in advance.
Twenty top management officials and seventy lower managerial
personnel were interviewed.

Interviews were conducted in the

plants and facilitated by top management cooperation.
In the theoretical framework of the study management
officials were considered to be a product of three elements:
1.

Interaction of management officials with each

other and with the rank-and-file workers.
2.

Daily routine activities performed by the offi

cials in the plant.
3.

Feelings and attitudes they develop as employees

in industrial corporations and as members of the larger
society.
These elements are mutually dependent; change in one
element necessarily entails change in other elements.

Thus

change in the routine activities of management officials
leads to change in patterns of interaction in the plant.
The functioning of the plants included in this study
is subject to several forces in the environment:

physical

and technical, social and cultural, legal, and economic.
The environment surrounding of the plant is influenced by
the course of events in the plant.

Therefore the influence

between the plant and environment is reciprocal.
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The main objective of the study is to relate atti
tudes of lower management officials to four propositions:
1.

Lower management officials aspire to move up to

higher positions in the organization.
2.

Lower managerial officials have strong commitments

to the corporation.
3.

Lower managerial personnel tend to conform to the

ideals of superiors.
4.

Lower level officials are aware of status differ

ential between themselves and the rank-and-file workers.
The theory underlying the relationships between atti
tudes of management officials and the preceding factors is
summarized as follows:

lower management officials, anxious

to move through the chairs of the organization, feel that
they must meet a set of formal and informal requirements.
Among the informal factors, lower level officials realize,
is identification with the company.

He must also be willing

to recognize the ideals and expectations of the superiors
and adopt their values and mannerisms.
Two basic concepts are inplied in this theory:

the

concept of reference group and the concept of differential
rewards.

Top management officials constitute a reference

group for lower level officials.

As such, top management
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sets the norms of behavior for the aspiring foremen and
supervisors.

On the other hand, conformity of lower manage

ment officials to the ideals of superiors is motivated by
expected rewards and promotion to higher positions.
The variables of the study were measured using the
following instruments:
1.

A seven-item scale was devised to measure attitudes

of management officials toward labor unions.

Responses of

seventy lower level officials and twenty top management per
sonnel to items concerning the role of unionism in the
American society, and several labor demands were scaled
using the scalogram board technique.
2.

Responses to several items concerning career

aspirations were divided into two main categories:

the up

wardly mobile and the terminal.
3.

A quasi-scale of work commitment was developed.

This instrument was used to determine the degree to which
lower management officials identify with the organization
and the occupation.

Five items dealing with the various

aspects of employee-corporation relations were included in
the instrument.
4.

A quasi-scale consisting of eight items was used

to determine degrees of conformity of lower management offi
cials to the ideals of superiors.

The items were based on
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familiarity and interest of foremen and supervisors with the
nature of the work of the superiors, with their social,
economic, and recreational interests, and with their values
and mannerisms.
5.
was devised.

Finally, a scale of feeling of status differentia
The scale was used to measure the degrees of

lower managerial awareness of the difference between their
status in the organization and the status of the rank-andfile workers.

The items of the scales were derived from a

comparison of income, security, prestige, and importance to
the production process.

MAJOR FINDINGS

Findings Regarding the Main Hypotheses of the Study
The findings relevant to the main hypotheses of the
study (listed in Chapter I) can be summarized as follows:
First, the differences between attitudes of lower and
top management officials toward labor unions are not statis
tically significant.

These differences, however, are found

to be in the predicted direction.
Second, among upwardly mobile officials, negative
attitudes toward labor unions are more likely to exist than
among the officials who express no desire to achieve higher
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higher positions in the organization.

However, when the

differences are viewed statistically, they are not signifi
cant.

Here again the difference between these types of

aspirations is in the expected direction.
Third, the results regarding the relationship between
type of work commitment and attitudes toward labor unions,
although resembling the findings in the preceding hypotheses,
are different in several respects:
1.

The association between commitment to the organi

zation and attitudes toward labor unions is not statistically
significant (r = -1.48).
2.

The association is not in the predicted direction,

that is, the relationship between commitment and attitudes is
in a negative direction.

Had the association been signifi

cant, it would have been possible to maintain that profes
sionally oriented management officials are more likely to
have favorable attitudes toward labor unions than are the
officials who identify themselves primarily with the organi
zation.
3.

From the preceding it can be seen that the distri

bution of lower management officials in the work commitment
scale types does not coincide categorically with their dis
tribution in the attitude scale.

The order of respondents
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in the commitment scale is "reversed," that is, most of the
responses classified as the first and second scale type in
the attitude scale were either in the middle or the bottom
of the commitment scale.

It is believed that had the number

of items in the work commitment scale been raised to at least
seven, the present negative relation between commitment to
the organization and attitudes toward labor unions would have
been in the positive direction although the strength of the
relationship would have been weak.
Fourth, the theoretical framework suggests that con
formity to the expectations of superiors is closely associ
ated with negative attitudes toward labor unions.

The data

provided in Table XX, Chapter IV, suggest evidence to the
contrary on this point.
not significant.

It is found that the association is

Although the relationship is not signifi

cant, it is in the expected direction (r = .069).
It is probably safe to conclude that although there
is very little evidence to support the hypothesis that the
officials who 3trongly conform to the expectations of
superiors tend to have negative attitudes toward labor unions,
there is no evidence that officials who do not conform have
positive attitudes.

In this case as well as in the associa

tion between aspiration and attitude, there is a tendency
indicating that these variables are related.
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Fifth, it has been theorized that lower management
officials who have a strong awareness of status differential
between themselves and the ranlc-and-file workers tend to
have stronger negative attitudes toward labor unions.
A look at the test results reported in Table XXII,
Chapter V, clearly indicates that the above prediction was
not borne out.

Rather, the findings of the test of correla

tion show that the relationship between status awareness and
attitudes toward labor unions could have been negative had
the value of the test been high enough to be statistically
significant (Z - -.25).

In other words, had the relationship

been significant, it would have been possible to conclude
that lower management officials who are not aware of the
status differential between themselves and the rank-and-file
workers are likely to have favorable attitudes toward labor
unions.

Findings Regarding Associations Between the Variables
of the Study and Selected Social Characteristics
First, the predictions that attitudes of lower manage
ment officials toward labor unions are related to age, educa
tional achievement, position held in the corporation, and
membership in clubs and organizations were not borne out.
The associations among these variables were not statistically
significant.
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Second, exploration into associations of career
aspirations and age, education, position occupied in the
corporation, and membership in clubs and organizations show
that the relationships are not significant.
Third, findings relevant to associations between work
commitment and age, education, position and members in organizations can be divided into two categories:
1.

The relationship between work commitment and age

is significant, that is, the older the officials, the more
they are committed to the organization.

Also, association

between work commitment and educational achievement is
significant:

the lower the level of education the stronger

the commitment to the organization.
2.

Both associations between commitment to the organi

zation and position held in the corporation, and commitment
and membership in clubs and organizations are found to be
not significant.
Fourth, a strong tendency toward association exists
between position held in the corporation and degree of con
formity to the ideals of superiors {Q = .52).

However, the

difference between the two extreme categories of positions
in lower management hierarchy is not statistically signifi
cant.

In other words, there is no statistical difference
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between conformity of the foremen and that of the minor
departments heads.
On the other hand, examination of associations between
conformity to the expectations of superiors and age, educa
tional levels, and membership in clubs and organizations
reveals that the relationships are not significant.
Fifth, and finally, it is found that awareness of status
differential on the part of lower management officials does
not associate significantly with age, education, position
occupied in the company, and membership in clubs and organi
zations.

All these associations are, however,

in the pre

dicted direction.

CRITICAL APPRAISAL OF THE FINDINGS OF THE STUDY
AND IMPLICATIONS FOR FURTHER RESEARCH

To reiterate the problem, this is a study of attitudes
of industrial management toward labor unions.

As such, it

shares with other attitudinal studies of sentiments several
methodological complexities.

A major part of these c o n v e x 

ities is related to the internal make-up of attitudes and the
associations among their components.

These conqplexities led

a number of behavioral scientists to deny attitudes a place
in any scientific theory of human relations.

Due to the fact
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that attitudes can not be observed directly, those scientists
claim the study of human feelings becomes a matter of probing
and guessing rather than a systematization of knowledge of
human behavior.
This objection is not, however, valid.

Although it is

true that delineating attitudes and subjecting their com
ponents to a systematic investigation is a difficult task,
the study can be a fruitful area of inquiry if certain con
ditions are met.

It is believed that studies of attitudes,

including the present study, will be of significant value if
the problems of conceptualization, measurement, and sampling
are solved.

Concept Formation
Concept formation is, perhaps, the most intricate
obstacle in all scientific investigations.

The reasons for

this difficulty lie in the fact that formation of a concept
involves delineating a particular portion of the problem and
developing an appropriate tool which can be used to observe
or measure it.
In attitude studies this is an extremely difficult
task.

Part of the difficulty stems from delineating the

portion to be measured.

Human behavior, from which attitudes

ar,e constructed or inferred, is a countless series of acts
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so related to each other that separating a portion of them
for the purposes of investigation is a matter which requires
a great deal of knowledge of human behavior.

In many cases

the process is a matter of judgment and educated guesswork.
Another difficulty is related to the problem of
operationalization of concepts.

In attitude studies, opera

tionalization requires knowledge of the component elements
of a particular concept so that a set of items can be
developed to measure them.

This requires a preliminary

survey of opinions and an examination of the pertinent liter
ature.

Lack of tested concepts and absence of outside

criteria to check the validity of the component elements
constitute serious problems in operationalization.
In this particular research several concepts were
used in formulating the theoretical framework of the study.
All these concepts were derived from the literature dealing
with the problem investigated in this study.

Concepts like

career aspiration, work commitment, conformity to the
expectations of superiors, are all taken from literature
dealing with complex organizations and human relations.

The

component elements of the$e concepts, that is, the items
used in measuring them, were either derived from the litera
ture or selected on the basis of personal judgment or both.
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The extent to which these concepts provided the "best1' frame
work for testing the hypotheses of the study can not be
determined until further research is done.

The Problem of Measurement
Four difficulties are involved in measurement of
attitudes:
First is the problem of delineating the universe of
the behavior acts to which a specific attitude is related.
In most cases, this is impossible since the number of acts
may approach infinity.

What is possible, and essential, is

careful consideration of exactly which behavior one wishes
to measure and the variety of ways in which it might be
measured.
Second, closely related to the problem of relating an
attitude to a set of behavior acts, is the difficulty of
validating the relationships assumed to exist between the
attitude under study and the behavior acts.

It has been

point out in Chapter III that because of absence of a "true"
outside criterion to determine whether a specific set of
items does actually measure an attitude, researchers always
resort to the logical consistency technique to validate their
measures.
Third, logical consistency validation, or sometimes
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common sense validity, is extremely tenuous and may not lead
to any real validation.

For instance, it is always possible

that the responses of an individual may not represent his
true feeling toward the social objects to be measured.

In

addition, there is present the possibility that the respond
ent may intentionally attempt to mislead the researcher as
to where he actually stands on the issues included in the
items of the study.
Fourth, even if all the preceding intricacies were
overcome, there is always the difficulty of communicating
the intended meaning of the question to the respondents.

In

many instances the frame of reference of the respondents and
that of the investigator regarding the points included in the
items may not coincide.

Consequently, although both parties

are sincere in their respective activities, it is difficult
to assess the extent to which the investigator obtains the
responses for which the questions were designed.
The foregoing complexities should be considered in
assessing the findings of the study.

For example, there is

no proof which might indicate that the universe of the
behavior acts relevant to any of the attitudes of this study
was delineated.

A careful consideration was however given

to the behavior patterns measured.
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Further, it has been indicated in Chapter III that
the validity of the measures used in this study is construct
validity.

Construct validity, it was pointed out, is in most

cases tenuous and difficult to prove.

The evidence used to

support this validity is of course derived from the existing
literature dealing with the variables of the study.

A

thorough coverage of the literature was presented in Chapter
II.
Also, the extent to which the respondents included in
this study attempted to mislead the investigator regarding
their true feelings is unknown.

Sincerity of the respondents

led the writer to believe however, that no such attempt was
made by the majority of the interviewed management officials.
Finally, the problem of communicating the intended
meanings of the questions used in the interview guides to the
respondents should be considered.
not unique to this study.

This problem is, of course,

Practically all survey research

has some form of this difficulty.
To take an example from the managerial attitudes scale
(discussed in detail in Chapter IV), the validity of two
items can be tested, although only partially, using a related
criterion for this purpose.

The first item deals with the

role of unionism in the growth of modern industrialism (listed
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as item one); the second is related to management's opinion
regarding the legitimacy of union shops (item six).
The marginal frequencies for the item on the role of
unionism are 18 per cent to 82 per cent.

For the item on

union shops the marginal frequencies are 60 per cent to 40
per cent.

(See Table II, Chapter IV.)

This means that 18

per cent of the respondents disagree with the statement that
labor unions play a vital role in the growth of industry in
the United States.

On the other hand, 60 per cent of the

respondents disapproved of the idea of union shops.
In a recent opinion poll,-*- Gallup Institute ashed a
nation-wide representative sample several questions concern
ing labor-management relations.

The results of two of the

questions included in the poll are used as criteria to test
the validity of the above two items in the attitude scale.
None of these questions were phrased exactly like the ques
tions included in the scale.

Furthermore, the respondents

in the opinion poll and in this study did not have the same
characteristics.

Nonetheless, it is believed that the

results of the poll can be used as a "legitimate" method
ological criteria for testing the validity of these items.

^George Gallup, "Public Deemed Closely Divided Regard
ing Right-to-Work Laws," The Sunday Advocate [Baton Rouge,
La.], June 13, 1965.
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The first question was stated as follows:
In general, do you approve or d-isapprove of
labor unions?
Only 23 per cent of non-union respondents disapproved of
labor unions, while 18 per cent of the respondents included
in this study disagreed with the statement that labor unions
have an important role in modern industrialization.

It can

be seen that the difference is small.
The second question in the poll was stated as follows:
Do you think a person should or should not
be required to join a union if he works in
a unionized factory or business?
Fifty-six per cent of non-union respondents included in the
poll answered the above question negatively while 60 per cent
of the respondents in this study replied in the negative.
Here again it can be noted that the difference is very small.
Of course, it is possible to maintain that despite the
efforts made by the writer to insure that responses indicated
an opinion the management officials may have responded to
the above two questions (especially the first) in terms of
the current legal status of the union shop rather than in
terms of their attitudinal position.

The same point could

be made regarding item two in the scale— the legitimacy of
organizing workers.

.
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The Problem of Sampling
The last major problem to be considered in appraising
the findings of this study is the problem of sampling.
Basic to the use of statistical techniques in testing
hypotheses is an adequate sampling procedure.

The quality

of the statistical evidence is determined to a great extent
by the degree to which rigorous rules of sampling are
followed.
Ideally, a two-stage sampling procedure should have
been followed in selecting the respondents in this study:
(1) the industrial plants engaged in refining bulk rawmaterial should have been sampled (of course, other criteria
such as the location, the size of the plant, the exact nature
of the product should have been considered);

(2) representa

tive samples of management officials in the selected plants
should have been drawn.
The first stage was substituted for by selecting the
four largest plants in the area covered by the study.

Ran

dom samples were drawn from only two of these plants.

In

the remaining two plants it was not feasible to draw samples
for reasons specified in Chapter III.
The sampling procedure used in this study is, perhaps,
a major deficiency.

Further, the fact that the number of
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cases included in each sample is small may have contributed
to the lack of variance in responses.

The extent to which

this deficiency influenced the results of the study is
unknown and difficult to assess.

A major refinement of the

study, then, would involve a more systematic sampling pro
cedure.

THEORETICAL IMPLICATIONS

The findings of this study raise several questions
worthy of discussion.

One such question is related to the

nature of associations among the variables of the study.

It

has been pointed out that most of these associations are not
statistically significant.

Consequently it can be concluded

that attitudes of lower managerial officials are not depend
ent on types of career aspirations, nor are they affected by
work commitment.

This can be said to be true also in the

remaining two variables, namely, conformity to the ideals of
superiors and awareness of status differential.
Two factors must be considered in this conclusion.
First, although most of the associations among the variables
are not statistically significant, the majority of them are
in the predicted direction.
tion has been shown.

Strictly speaking, no associa

However, the tests do show consistently
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"some tendency," although very weak, toward association in
the predicted direction. wSecond, most of the research dealing with attitude
measurement points out that simple associations of external
characteristics of attitudes do not necessarily indicate
accurate predictions of the feelings of the individuals.
Accurate predictions require a thorough knowledge of the
psychological dynamics of the structure of attitudes and
familiarity with the causes relevant to their formation.^

Assuming that the findings of this study are valid,
that is, attitudes of management officials toward labor
unions do not correlate with any of the variables considered,
there remains the problem of explaining the meaning of this
conclusion and its implications for the theory adopted in
this study and for the theories dealing with the same factors,
even though they do not necessarily arrive at the same con
clusion.
In the review of the literature two opposite points
of view were cited.

The first maintains that lower management

^See for example D. Katz and E. Scotland, "A Prelimi
nary Statement to a Theory of Attitude Structure and Change,"
in Sigmund Koch (ed.), Psychology; A Study of a. Science
(New York;
Alfred A. Knopf, Inc., 1959), Vol. Ill, pp. 45356.
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officials, motivated b y expectation of promotion to higher
positions and the desire to elevate their status in the
organization, tend to develop anti-union outlook.

Dubin

summarizes this as follows:
The upward mobility of managerial officials,
and the structure within which this occurs, may
enhance the possibilities of conflict in day-today administration of the union contract because
of the probability that lower management officials
may have a more anti-union outlook than their
superiors.3
The above point of view was adopted in the theoretical
framework of this particular study.

It was maintained that

attitudes of lower management officials toward labor unions
are determined by consideration of four factors:

upward

mobility, identification with the organization, adoption of
the ideals of superiors and awareness of status differential.
Also it was maintained that among the higher ranking offi
cials there is less hostility toward the problems of unions.
Dalton's theory regarding attitudes of management
personnel toward labor unions is diametrically opposite to
the preceding point of view.

According to Dalton, the

interests and attitudes of industrial administrators are not

3
Robert Dubin, "Leadership in Union-Management Rela
tions as Intergroup System," in M. Sherif (ed.), Interoroup
Relations and Leadership (New York: Wiley and Sons, 1962),
p. 82.

182
always opposed to those of the labor unions.

Practically

all levels of industrial management included in one of his
studies have no clear-cut antagonistic feeling toward labor
unions.

Dalton found this favorable attitude in many large

and small unionized corporations in various industries.^
Absence of negative attitudes among managerial per
sonnel in Dalton's studies is explained by several factors:
1.

The economic advantages which management officials

have gained from the growth of labor unions.
2.

Labor unions cooperation in maintaining order and

service as a communication link between management and the
rank-and-file.®
3.

Personal ties and friendship.

This is manifested

in several areas of daily conduct in the plant.

Most impor

tant of all is "mutual" evasion of the contract in order to
avoid the complications which have not been covered by the
agreement.®
The above two points of view do not seem to contradict

^Melville Dalton, Men Who Manage (New York:
Sons, Inc., 1959), pp. 139-41.

Wiley and

5Ibid.. p. 14.
®Melville Dalton, "Unofficial Union-Management Rela
tions," American Sociological Review. XV (October, 1950),
611-19.
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each other if the ultimate goal for adopting the attitude was
taken into consideration.

In both theories summarized above

the attitudes of management officials toward labor unions
n

are explained as manifestation of purposive social action.
That is, managerial officials adopt certain types of atti
tudes toward labor unions as long as these attitudes serve a
particular purpose.

Thus, while Dubin's theory (upon which

the hypotheses of this study were based) maintains that
management officials develop negative attitudes toward labor
unions so that they can have better chances for promotion to
higher positions, Dalton's findings, on the other hand, indi
cate that these attitudes are favorable because they are
means to achieve economic advantages, to show indebtedness
for favor and cooperation and to maintain close personal ties
with labor unions.
It can be maintained that the problem of managerial

^By purposive action is meant action involving a
motive or motives and a choice among several plans of action.
Purposive action is distinguished from habitual action. The
latter, although it may involve achievement for a specific
purpose, is usually performed without such awareness. Further,
a purposive action is not necessarily a "rational" action in
the sense that it is calculated to the best of interest of
the individual.
For a detailed analysis of this type of
action, see Robert K. Merton, "The Unanticipated Consequences
of Purposive Social Action," American Sociological Review, I
(December, 1936), 894-904.
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attitudes is a problem of motivation.

Barnard's statement

concerning the significance of incentives in the operation
of organization, cited in Chapter III explains this point.
Also in the theoretical framework of this study, rewards
were treated as the major incentives that lead management
officials to adopt certain attitudes toward labor unions.
Hence attitudes, positive or negative, are functions of type
and amount of rewards an official obtains or expects to
obtain in the future.
We may suggest that attitudes of industrial management
toward labor unions are not clear and identifiable such that
they can be classified as negative and positive attitudes.
Instead, the type of attitudes depends on the particular
issue investigated and the extent to which the interest of
both management and labor is involved.

Dalton puts it as

follows:
Preoccupation with these as well as orthodox but
baffling complex issues forces members of both
camps (management and labor) to drop official
identifications and makes their relations a blur
of conflict, cooperation and compromise.8
The preceding implications are tentative and subject
to rejection.

Their verification would require a study of

the associations among rewards and types of attitudes of

®Dalton, Men Who Manage. p. 146.
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management officials.

Also, it must be emphasized that these

propositions by no means imply acceptance of Dalton's theory
as alternative solutions for the rejection of the hypotheses
tested in this study.

Rather, the merit of Dalton's point

of view has to be determined before a final conclusion is
obtained.
Finally, the findings of this study may be worth test
ing in corporations in which the economic and social settings
are different from those of the corporations included in the
present study.

For example, the findings may be tested in

corporations which have no contracts with independent or
national unions.

Thus, testing these findings in corpora

tions in which "company unions" prevail may show different
results.

Another variation would be testing the findings in

industries other than the ones used in this study.

A third

possibility would be testing the findings in another part of
the country where industry has been a major economic activity
for a long time.
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DEPARTMENT OF SOCIOLOGY
Louisiana State University
Study of Industrial Management

Our knowledge about industrial life and the people in
charge of its operation is limited. A body of knowledge con
cerning industrial officials is vital in supplementing tech
nical expansion and industrial development.
The present study is an attempt to add to our under
standing about the feelings of certain level of management
concerning the development of career, promotion, relationships
with other segments of management, and reactions toward
certain social problems.
It is a study of anonymous individ
uals. The data for this study will be based on your
responses to the questions included in this interview
schedule.
There can not be such a study without your cooperation.
The information gathered through your responses will provide
help for extending our limited knowledge about industry and
management.
Only a few minutes of your time are asked to be
devoted for this study.
Whatever you say in your responses will be held in
absolute confidence. No other person will have access to
the information gathered here except through the symbolic
numbers which will be assigned to the types of answers given
by you. No name will be revealed. Your responses will be
analyzed and reported in group statistics representing all
officials interviewed.
You may feel free to interrupt me any time my ques
tions are not fully understood.
Any other question about
the interview will be answered too.
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I.

PERSONAL CAREER
1.

.

Making a decision in the best interest of one's
career is not always an easy thing. Each employee
sees his career interest in his own way.
If you were
faced with the problem of making a decision about
changing your job, which choice would you make:
a._

take a similar job in another company which
offers you higher pay and promotion with some
risk, or

b .__ stay in the present company where you have more
security but less chances for promotion?
2.

3.

A large industrial firm is promoting one of its offi
cials to a top management position. Which one of the
following two managers, do you think, should be
chosen:
a.

the manager who feels that he is indebted to
the company for its contribution to his well
being, and who also thinks of his future in
terms of continued work for the company, or

b.

the manager who admits his indebtedness to the
company but feels that a manager should work
for any company which provides the best pro
motion and the highest pay?

At times of crises which threaten
an employee:

the company should

a .___seek his own security and move to another more
stable c o m p a n y o r
b.

4.

should he risk his future by remaining in his
company and help re-establish its stability?

The following are hypothetical cases of how managerial
officials look at successful careers. Please select
the one which you think best estpresses your opinion:
a.

according to one official, determined effort
and devotion to the ideal of success are the
most important factors that must be considered
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in explaining how people get to the top posi
tions in the corporation
b

5.

the other manager thinks that devotion to the
ideal of success and determined effort are not
significant; rather, one must consider luck and
other outside circumstances in dealing with this
problem.

The meaning of success depends upon the type of occu
pation of the individual and the way one sees his
interest. In the field of management one might
define success as:
a .__ achievement of smooth promotion, great responsi
bility and high p a y in a specific company, or
b .___advancing on one's own in one's occupation with
no attachment to a specific firm.

6.

7.

Which manager would you say is defining success more
fully:
a.

the manager who thinks of success as achievement
of one of the top positions in the firm, or

b.

the manager who considers success as achievement
of a higher position compared to the first one
he occupied?

If you were asked to promote a rank-and-file worker
to a first line foreman, how would you rank the
following characteristics as to their importance for
promotion?
a .___efficiency in work
b .___educational level
c .__ seniority
d .__ age

8.

Would you say that the personal characteristics of
the workers promoted to foremen are:
a.___equal to the personal characteristics of the
average rank-and-file worker, or
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b.

9.

generally speaking, higher than the personal
characteristics of the average rank-and-file
worker?

If you were asked to compare your position with that
of the average rank-and-file worker, what would you
say the differences are in
a.

Income?
much higher
higher
lower
much lower

b.

Education?
m uch higher
higher
.lower
much lower

c.

Responsibility?
much higher
higher
lower
much lower

d.

Security?
much higher
higher
lower
much lower

e.

Importance to the production process?
much higher
higher
lower
much lower

f.

Prestige of job?
m uch higher
h igher
lower
much lower
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10.

II.

Labor's major demands are concerned with increasing
pay, security and prestige of unions' members. What
are the effects of these demands on
a.

Your income ?
increase it
stay the same
decrease it

b.

Your security?
increase it
stay the same
decrease it.

c.

Your responsibility to the company?
increase it
stay the same
decrease it

PERSONAL CAREER (CONTINUED)
A. Management and the Company
1.

Do you agree or disagree with a manager who
thinks that one should not identify himself with
the firm he is working for, instead, he should
think of himself in terms of his occupation?
_strongly agree
.agree
.disagree
.strongly disagree

2.

What is your opinion about the following state
ment: A management official should set his goals
of promotion in one and only one firm rather than
moving from one company to another?
strongly agree
agree
disagree
strongly disagree

3.

What is your opinion about the following state
ment: The company expects the manager to sacri
fice his desires for promotion until such desires
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are in line with the company's conditions?
strongly agree
agree
disagree
strongly disagree
B.

*

‘

Relationships with Top Management
4. A frequent advice given to a new employee is:
"Know your superior as much as your job." Do
you
strongly agree
agree
disagree
strongly disagree?
5. In the literature dealing with industrial
ment one may find a statement like this:
successful management official must adopt
proper managerial behavior and outlook to
better chances for promotion. Do you

manage
A new
the
insure

strongly agree
agree
disagree
strongly disagree?
6 . It has been claimed by some writers in the field
of management relations that part of the proper
managerial outlook is a certain position toward
the problems of labor union. What is your
opinion regarding this claim?
strongly agree
agree
disagree
strongly disagree
7. In your opinion, what is the position held by top
management officials of your company toward labor
unions?
very favorable
favorable

205
unfavorable
very unfavorable
C.

Relationships with Labor Unions
8.

Many people think that labor unions help to
improve the living conditions of their members
and contribute greatly to the welfare of society
as a whole.
Do you
strongly agree
agree
disagree
strongly disagree?

9.

Organizing workers is considered by labor union
representatives as legitimate action and neces
sary measures for establishing their position.
What is your opinion about organizing the workers
in your company?
strongly favor it
favor it
do not favor it
strongly oppose it

10.

Representing workers in collective bargaining
meetings with management is usually considered
an important activity of labor unions.
If you
were asked to express your opinion about col
lective bargaining, would you
strongly favor it and see its necessity
favor it
generally consider it unnecessary
strongly oppose it?

11.

What is your opinion about the following state
ment:
Labor unions have been reasonable in
recruiting workers to their organization?
strongly agree
agree
disagree
strongly disagree
t
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12.

What is your opinion about the following state
ment: Labor unions' demand about wages, hours
of work and working conditions are, in most
cases, fair and reasonable.
strongly agree
agree
disagree
strongly disagree

13.

Union shop is one of the major demands of labor
unions.
I would like to know your personal
opinion about the legitimacy of union shop:
strongly
think it
think it
strongly

14.

think it is a legitimate demand
is a legitimate demand
is an illegitimate demand
think it is an illegitimate demand

In the literature dealing with industrial ad
ministration the problem of decision making
occupies an important place. Many authors
believe that labor union leaders atteirpt, at
least indirectly, to have a share in the deci
sions concerning the over-all operation of the
corporation.
I am interested in your personal
opinion about this attempt. Would you:
strongly approve it
generally approve it
disapprove it
strongly disapprove it?

III.

MANAGEMENT RELATIONS
1 . When a new first-line supervisor joins your company,
what things about his superiors should he know
regarding:
a.
b.
c.
2.

the nature of the work of the superiors________
the personal characteristics of the superior___
their views of the subordinates?________________

Are you interested in knowing some of the general
interests of your superiors? If so, what do you
know about their interests in
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a.
b.
c.
3.

the social area_________________________________
the economic area_______________________________
the recreation area?
______________________

Promotion of management officials to higher posi
tions requires certain standards against which the
prospective employee is evaluated. What are, in
your judgment, the three most important ones?
a ._____________________
b .____________________________________________________
c .____________________________________________________

4.

A new manager was hired in an industrial corpora
tion. To do a good job, the new employee thought
he should know something about his superiors, his
associates and his subordinates.
If you were
employed by that company and if the new employee
asked you for advice, what advice would you give
him concerning:
a.
b.
c.

IV.

his attitudes
his attitudes
his attitudes

toward the superiors_____________
toward the associates____________
toward the subordinates?

SOME FACTUAL QUESTIONS
1.
2.
3.
4.
5.
6.
7.

Age________________________________
Education (in years)_________________________ ________
Marital status
Present position_______________ ___________ __________
Previous positions in this corporation______________
Previous positions in other corporations______ _____
Are you a member of some of the clubs and organiza
tions to which other employees of this company
belong?
ves
no

8.

If yes, what are the positions of those other em
ployees with whom you associate in these clubs and
organizations ?
a.
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c .__________________________________________________
d .______
e .___________________________________________________
9. Do you engage in any recreational activities with
other employees of the company?
yes
no
10. If yes, what are their positions in the company?
a ._____________________________________________________
b.______ ____________________________________________________ ____
c ._______________________________________________________________

d ._____________________________________________________
e ._____________________________________________________
11. Do you read professional business reports in various
papers and magazines?
yes
no
12. If yes, what are these papers and magazines?
a .__________________________
b ._____________________________________________
d.

UPPER MANAGEMENT OFFICIALS
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DEPARTMENT OP SOCIOLOGY
Louisiana State University
Study of Industrial Management

Our knowledge about industrial life and the people in
charge of its operation is limited. A body of knowledge con
cerning industrial officials is vital in supplementing
technical expansion and industrial development.
The present study is an attempt to add to our under
standing about the feelings of lower level management con
cerning the development of career promotion, relationships
with other segments of management, and reaction toward certain
social problems.
It is a study of anonymous individuals.
The data for this study will be based on their responses to
questions in an interview schedule.
Such a study will not be completed without knowledge
of the career achievement of some successful top managers in
industry. The information we hope to gather through your
responses to the few questions in this interview schedule
will provide us with the necessary background to make this
research more precise. We invite you to participate in our
study by permitting us to interview you informally, and at
your convenience.
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I.

RELATIONSHIPS WITH LABOR UNIONS
1.

Many people think that labor unions help to improve
the living conditions of their members and contribute
greatly to the welfare of society as a whole. Do you
strongly agree
agree
disagree
strongly disagree?

2.

Organizing workers is considered by labor union
representatives as legitimate action and necessary
measure for establishing their position. What is
your opinion about organizing the workers in your
company?
strongly favor it
favor it
do not favor it
strongly oppose it

3.

Representing workers in collective bargaining meet
ings with management is usually considered an impor
tant activity of labor unions.
If you were asked
to express your opinion about collective bargaining,
would you:
strongly favor it and see its necessity
favor it
generally consider it unnecessary
strongly oppose it?

4.

What is your opinion about the following statement:
Labor unions have been reasonable in recruiting
workers to their organizations.
strongly agree
agree
disagree
strongly disagree.

5.

What is your opinion about the following statement:
Labor unions' demands about wages, hours of work and
working conditions are, in most cases, fair and
reasonable.
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strongly agree
agree
disagree
strongly disagree?
6.

Union shop is one of the major demands of labor
unions.
I would like to know your personal opinion
about the legitimacy of union shop:
strongly
think it
think it
strongly

7.

think it is a legitimate demand
is a legitimate demand
is an illegitimate demand
think it is an illegitimate demand?

In the literature dealing with industrial administra
tion the problem of decision making occupies an
important place. Many authors believe that labor
union leaders attempt, at least indirectly, to have
a share in the decisions concerning the over-all
operation of the corporation.
I am interested in
your personal opinion about this attempt. Would you
strongly approve it
generally approve it
disapprove it
strongly disapprove it?

II.

RELATIONSHIPS WITH LOWER MANAGEMENT
1.

What advice would you give to a new top official
moved into your plant concerning:
a.
b.

2.

his attitudes toward his associates__________ _
his attitudes toward his subordinates___________

If you were to select a management team to negotiate
with the labor union in your company about matters
of wages, hours of work and working conditions, how
many lower management officials would you include
in that team?
a.
none
b.
less than 25 per cent of the team
c . ___ 25 per cent - 50 per cent of the team
d.
m ore than 50 per cent of the team
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3.

Which one of the following hypothetical positions
toward the problems of the rank-and-file should, in
your opinion, be taken by lower management officials
in your company:
a .___considerate attitudes toward the problems of
the rank-and-file
b.

lenient and permissive position

c .___firm position toward labor conspiracy and
covert sabotage ?
4.

What would you say the position of most of your
company's lower management officials is toward the
problems of labor unions:
a .__ very sympathetic
b .__ sympathetic
c
antagonistic
d .___very antagonistic?

5.

To what extent would you say the position of the
lower management officials toward labor unions
coincides or deviates from the position of your
company's top management toward these organization?
a.
.coincides very much
b .___coincides
c .___deviates
d .___deviates very much

III.

FACTUAL QUESTIONS
1.

Age______________

2.

Education (in years)________________________________

3.

Marital status

APPENDIX
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FIGURE 1 (CONTINUED)
Respondent

Scale Type
1

4
2
16
90
74
76
44
36
57
87
28
88
65
37
60
27
83
23
39
81
80
61
55
15
72
64
89
20
29
40
75
49
67
3
78
9

2

III

X
X

Questions
3
5
6
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X

X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X

X
X
X
X

X

X

IV

X
X
X
X
X
X

X
X
X
X
X
V
X

X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X

X
X
X
X
X
X

4

7

X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X

X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X

X
X
X
X

X
X
X
X
X
X
X
X
X
X
X
X
X
X
X

217

FIGURE 1 (CONTINUED)
Respondent

Scale Type
1

33
38
11
82
59
43
32
84
6
7
47
10

2

VI

4

X
X

VII

X
X

X
X
X
X
X

7

X X
X
X X
X X
X
X
X

X

X

X
X
X

X

X
X
X

X

86
14
66
70
46
54
5
24
34
41
25
26
13
53
85
71
8
62
48

Questions
3
5
6

X
X
X

X

X

X
X

X
X
X

X

X
X
X

X
X
X
X
X
X
X
X
X
X
X
_X

X
X

Coefficient of Reproducibility =

.90.

FIGURE 2
SCALE OF WORK COMMITMENT OF LOWER
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SCALE OF CONFORMITY OF LOWER MANAGEMENT OFFICIALS
TO THE EXPECTATIONS OF SUPERIORS
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FIGURE 4
SCALE OF AWARENESS OF STATUS DIFFERENTIAL OF
LOWER MANAGEMENT OFFICIALS
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